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I. Introduction 


Once again Total Preventive Maintenance is a companywide activity. And the meaning of 
Companywide is to involve not only the Gemba (production-Gemba and office-Gemba), but also to 
involve the management and management system. 

To production Gemba, I require the cycle of Jishu-Hozen and Gemba Committee which is essential 
for the TPM introduction and stability. To office Gemba I require the preparation of the supporting 
system also positive participation. Also, I require the job role of management as the activity of 
management team which makes organization, investment, direct support, education and uniting all 
activities in one. 

By the way, in this description I wrote the issue of "Employee Engagement" . This issue is becoming 
essential theme for keeping and developing company. Because the surrounding environment of job 
& working is changing. And 

The meaning of working also is changing. 

Why to work? ...Still work for life and still it is major in the world. But. 

How to work? ...This point is changing. Obviously in the generation of Al, the thing of "How to work" 
changes in 2 points. 

One is about the changing of working methods. It is quite clear. The emergence of Al, loT, RPA 
(Robotic Process Automation) changes the environment of working. 

Another one is the "employee's mind". 

Accordance with this working environment change, it is also quite clear that the thought of working 
its self also is changing. And the working environment change education calls the changing of, for 
instance, education. 

You know the word of "STEAM Education". So, STEAM is the initials of Science, Technology, 
Engineering, Arts and Mathematics. A solution is never one, but infinite number. To find best 
solution, it is required to approach from Science (which to identify the law with through experiment 
and observation), Engineering (to resolve problems and designing), Technology (to identify the best 
condition and system), Mathematics (to represent logically) and Art (to assemble creativity). 

Now it is thought that EQ (Emotional Quotient) is more important than IQ (Intelligence Quotient) as 
employee's characteristic for a company. 

And, to realize such thing, I recommend 2 things. One is as I wrote human diversity. And another one 
is this "Employee Engagement". 

Employee Engagement is not for just the turnover prevention, but for bringing up flexible thinking. 


Koichi Kimura 
International Consultant 

Factory Management Institute 
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()ll. Employee Engagement 

Before going to the themes, I would describe about "Employee Engagement". 

Employee engagement? ...Once again? ...Yes, I wrote this theme a little in TPM-7. 

But now more deeply I need to write. Because, many times, I wrote the word of "All people's 
participation (to management)" or the importance of "Share the sense of value (by all employees and 
with all)". Thus, it is quite true that these are essential for keeping and developing corporation. 

In this way, how is the relation between these "All people's participation" or "Share the sense of 
value" and "Employee engagement "? ... 

...It is simple: "All people's participation" and "Share the sense of value" is the results of "Employee 
Engagement". 


1) The meaning of engagement 

Engagement?... It is quite strange word or use of this word. 

According to the dictionary there are some meanings as next: 

• employment for performers or performing groups that lasts for a limited period of time; 

• the act of giving someone a job; 

• the act of sharing in the activities of a group; 

• a mutual promise to marry; 

• contact by fitting together; 

• etc. 

And in these meanings, we cannot imagine the meaning of "Employee Engagement". 

Engagement is a word that is interpreted in various ways by the situation. In some cases, it is used 
simply as a promise, agreement, or contract. It is also used in the sense of marriage engagement. 


How about in corporate activities? 


Meaning to strengthen the connection between companies and customers while attracting 
customers' attention and interest through marketing means such as advertisement 


When used in the human resources area, employee's emotion to corporate 


The interpretation is: Attachment, Mind of love the company, Intensity of feeling, for instance to the 
job. 

It’s a good idea to imagine a relationship in which each employee has an attachment to the 
organization, and the employee and company "grow together and deepen bonds". 
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How about the understanding in foreign countries? 


For instance, Wikipedia says as next: 

Employee engagement 1 is a fundamental concept in the effort to understand and describe, both 
gualitatively and guantitatively, the nature of the relationship between an organization and its 
employees. An "engaged employee" is defined as one who is fully absorbed by and enthusiastic about 
their work and so takes positive action to further the organization's reputation and interests. An 
engaged employee has a positive attitude towards the organization and its values. In contrast, a 
disengaged employee may range from someone doing the bare minimum at work (aka 'coasting'), up 
to an employee who is actively damaging the company's work output and reputation. 

An organization with "high" employee engagement might therefore be expected to outperform those 
with "low" employee engagement. 

Employee engagement first appeared as a concept in management theory in the 1990s, becoming 
widespread in management practice in the 2000s, but it remains contested. It stands in an unspecified 
relationship to earlier constructs such as morale and job satisfaction. Despite academic critigues, 
employee engagement practices are well established in the management of human resources and of 
internal communications. 

Employee engagement today has become synonymous with terms like 'employee experience' and 
'employee satisfaction'. The relevance is much more due to the vast majority of new generation 
professionals in the workforce who have a higher propensity to be 'distracted' and 'disengaged' at 
work. A recent survey by Staff Connect suggests that an overwhelming number of enterprise 
organizations today (74.24%) were planning to improve employee experience in 2018. 

???? 

When comparing both understandings (Japanese one and Wikipedia), there is a little different. 

Obviously, there is a difference in the word of "grow together and deepen bonds". Although, I don't 
dare to make my comment regarding the difference. But I like Japanese understanding. Thus, my 
understanding is: "It is bond between employees, organization and company". 

Now I would introduce one case (Japanese company). The name of company is UEMATU Co. Ltd. 
Established; 1968. 

1. Business description; 

1. Refining and dyeing various textiles, knitted fabrics and textile products and, 

2. Resin processing and finishing of woven and knitted fabrics 

2. Corporate philosophy; 

1. Our mission is to contribute to the rich lives of employees. 

3. Basic policy; 

1. Management of value proposals based on altruism 

2. Formation of strong teamwork on the theme of cheerful, grateful and praise 

4. Basic vision; 

1. Providing an exceptionally rich life 

2. Establishment of Uematu brand 

5. Basic strategy; 

1. Speed. 

2. Almighty. 


1 Employee engagement: https://en.wikipedia.org/wiki/Employee engagement 


This work is licensed under the Creative Commons Attribution-NonCommercial-NoDerivatives 4.0 International License. 
To view a copy of this license, visit http://creativecommons.Org/licenses/bv-nc-nd/4.0/ . 



Factory Management Institute 


COOPERATING TO REACH EXCELLENCE 







Total Preventive Maintenance, volume X - Koichi Kimura 


Page 11 of 61 


3. High quality and; 

4. Self Selling 


(From the web site of UEMATU) 

This small company of 46 employees is well-known with the high technique and quality in his 
business description. 

When an interviewer asked about the secrets of continuing management with high technical skills, 
the President (Nobuyuki Uematsu) returned this answer as next. 

"There is no time card and no overtime. The only thing I keep in mind is to create an 
environment where employees love work." 

For instance; The company has departments for dyeing, finishing, inspection, shipping, testing, 
development, and office work, so that employees can experience each department and get the job 
they think is right for them. 

For instance; Also ask about improvement requests in the workplace environment. The workplace 
has a room temperature of 50 degrees due to dry work. There was a strong demand for somehow to 
manage the heat. And, we dug a well of 200 meters underground for over 10 million yen. And by 
sprinkling the roof with a sprinkler, the room temperature was lowered more than 5 degrees. Fie 
wants to lower it for the health of employees. 

And, the interviewer was surprised by his word next: 

"Management's job is to increase labor costs" 

Many managers are screaming "cost savings" and "labor cost savings" to further squeeze dry towels. 
And this thought is right and Muda should be eliminated. However, the thought of Uemats's Muda 
has different direction a little. 

He does not hesitate to invest in employee's satisfaction, but aims to create products with high 
added value. Employees who are willing to give consideration to childcare leave and benefits are 
responding with high productivity such as high-mix and high-speed processing that other companies 
cannot imitate. And, the employee's satisfactions are in both their job, including the environment, 
and person's improvement. 

In the web site of this company, next words are added: 

Our company is a company based on the value premise that employees think and act on their 
own, and it is a company where customers can work with peace of mind and request work 
with confidence! 

• We are worthwhile and rewarding for work. 

• Take care of us and will evaluate properly. 

• The teamwork and communication are good and the work environment is in 
place. 

• The product arrives as desired in terms of quality and delivery time. 

• Everything is well handled. 

• Financially reliable and stable. 

Uematu Philosophy 
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• The company is in order to contribute to the rich life of employees. 

• The company must always be rich. 

• What enriches the company are customers 

• Ensuring customer satisfaction is a bright and motivated employee. 

• What motivates employees is the company environment. 

• An environment of bright and compliment. 

• An environment where people think and act positively. 

• An environment where constant efforts and ingenuity are carried out. 

• An environment that values rules and manners. 

• An environment that gives value to own work. 

• An environment where people can collaborate with people inside, outside, and in 
the community. 

• An environment where paying reward for commensurate with results. 

• An environment where it is possible to act altruistically. 

• Maximum efficiency comes from strong teamwork. 

It is indeed very interesting company. 

This company maintains very high employee engagement. And, this high engagement comes from 
thorough ES (Employee's Satisfaction). 

This company says that the improvement and success come from the happiness of employees. 

Do we have a doubt that is it true? ...Do improvement and success come from the employee's 
satisfaction? ...Is there such fairy tale? ...In TPM-7, I introduced the word of Steve Jobs. 

"Work occupies the majority of life. To get true satisfaction, there is no way but oneself to 
seem it to be wonderful. And, to do the wonderful work, there is no choice but to love own 
work ." 

Is this really possible in a company? 

Recent year an interesting report was introduced in US. It said that 

"Highly happy employees are 30% more productive, 37% more successful, and three times 
more creative than other employees." 

It seems that if act while feeling "happiness", a lot of the neurotransmitter dopamine in his/her brain 
is secreted, which increases motivation and learning ability. 

And, this tidal current is expanded in the world. And, in Europe and the US, an increasing number of 
companies have established positions that professionally work to help employees work happily. With 
the title of CHO (Chief Happiness Officer), when Google was pioneered, it spread to IT companies on 
the US West Coast. 

Above is the report which (a little old but) was presented in the Harvard Business Review presented 
by Shawn Achor at May 2012. 

Shawn Achor; is the CEO of Good Think Inc., where he researches and teaches about positive 
psychology. 

Again, according to his survey and data 
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"Increasing happiness increases the chance of success" 

From these research results, we can see that what we should aim for is not "success" but 
"happiness" firstly. 

And, it is possible to replace the word of "happiness" for "improvement or kaizen or...". 


Recent development of Brain science 

With the development of brain science, it has come to be considered as follows: 

Success does not produce happiness, but the power of happiness seems to be helpful in 
guiding success. 

Rather than pessimistically grasping the present and the future, happily and positively is 
said to make it easier to succeed. 

And, the thought that if we do our best and we will succeed, and if we succeed, we will be 
happy might be wrong in brain science. 

Research has shown that a positive conscious brain works more eagerly, faster, and 
intelligently. 


Thus, as a company and for realising the word of Steve Jobs, this small company (UEMATU Co. Ltd) or 
Google intends to implement the ES (Employee's satisfaction). 


2) Shared sense of value & All people's participation 

We understand the importance of the concept of "All people's participation (to corporate 
management)" and/ or "Shared the sense of value (with management)". 

And, to establish all these, the employee engagement is essential. 

In this way, one of essential condition to establish is ES, as one preparing from the side of 
management. 


The way of employee engagement establishment. 


Nowadays Employee Engagement is highlighted as the crucial factor of corporate survival or 
development. 

Now... How we establish employee engagement. And please challenge to check your company's 
degree of employee engagement with my checklist. 


This work is licensed under the Creative Commons Attribution-NonCommercial-NoDerivatives 4.0 International License. 
To view a copy of this license, visit http://creativecommons.Org/licenses/by-nc-nd/4.0/ . 



Factory Management Institute 


COOPERATING TO REACH EXCELLENCE 






Total Preventive Maintenance, volume X - Koichi Kimura 


Page 14 of 61 


I provide my checklist which I modified from the checklist of Motivation and is constituted of 8 
categories. Which are: 

1) Condition of good employee engagement; 

2) Corporate vision; 

3) Psychological safety; 

4) Education for managers; 

5) Organization how should be; 

6) Education & training for employee; 

7) Dialogue; 

8) Transmission of information. 


Let's look at one by one... 


1. Condition of good employee engagement. 

In this item, it is clarifying the company's image of good Employee Engagement. Checking points: 

(1) There is a delight of to be recognized to an effort. 

(2) The effort and result are evaluated fairly. And it is possible to feel and consent to. 

(3) The criteria of evaluation are fair and firm. 

(4) The evaluation process is open. 

(5) The incentive such promotion and/ or salary increase is linked to the evaluation. 

Internal factor and external factor for motivation. 

As the factors to induce ES, there are Internal factor and external factor. 

And the typical examples of external factors are promotion and salary up. It is necessary to 
reword to the effort and effect. However, the effect of external factor is restrictive in period. 
As a company, it is necessary to make effort to promote employees internal factor (self- 
motivated emotion). 

(6) There is an environment which encourages ingenuity and its implementation. 

(7) There is suggestion scheme. 

(8) There is an environment which encourages personal career up. 

Career up is personnel property. And a corporation is required to help his career up even if 
the employee would leave from the corporation based on the career brought up. 

And the important factor to gain satisfaction with career is an experience. 

(9) There is an environment of keeping rule and manor. 

(10) There is an environment of Cheering and praising to persons. 
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This is the question of that your Gemba has the cheery atmosphere. 

Again, the study of Shawn Achor said that one of method of success is happiness and said 
"Increasing happiness increases the chance of success". 

The same meaning was taught by Buddha 2500 years ago. Thus, the Buddhism teaches next 
word: /Ofla cfStli* (rlo&k jSK/IS&y 

When translating literally, it is said as next: "When a heart is dark, in other words, at the 
place to encounter, all is whirlpool". And, it is said that in order to reset a darkened heart, it 
is important to calm down first. In other words, cheery atmosphere leads a success. 

According to the research of Shawn Achor "the productivity of employees with high 
happiness increases by an average of 31%. Sales of employees with a high sense of well-being 
increase by an average of 37%. The creativity of highly happy employees is three times higher 
than that of those who do not”. 

Therefore, a company introduced for instance "Laughing yoga" to leads cheery atmosphere. 


(11) There is an environment of acting in positive thinking. 

(12) Employee feels his reason to live and rewarding to his work. 

(13) Employee finds significance to his work. 

(14) Employee pour the passion to his work. 

(15) Employee finds value to his work. 

(16) Employee has interest to his colleagues and superior authorities. 

The important thing is to avoid the atmosphere of indifference relationship and bring up 
teamwork. Then a corporation is required to establish the environment to bring up good 
human relation which can be the base of pleasure in the Gemba. 

(17) Environment which is good teamwork and communication is established. 

(18) Environment which the opportunity of transmission of information is given to all fairly. 

Gemba is an aggregation of diverse persons who are cheerful or dark personalities, 
aggressive or introverted characters (anyway it is diverse.) But. 

A company is required to draw their possibilities sufficiently. And one of base is this 
environment. 

(19) Company respects the cooperation with internal and external persons and regions. 

(20) Company encourages good Life-Work balance. 

(21) Company encourages employee's fulfilling private time. 

(22) Employee proud his company. 
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An event of introducing his workplace to his children and family is implemented. 

(23) Anybody is given the chance of exerting something of leadership. 

(24) Transfer of authority is systematized. 

(25) There is dialogue between manager and members. 

(26) Teamwork is good. 

According to the research of ADP Research Institute of US, People who feel part of the team 
have the sense of twice engagement as those who are not. 

(27) Anybody can have the experience of success. 

Big success experience is better. But the best is the number of success experience even if 
small success. 

(28) QC Circle and Team activity are promoted (Quality Control Circle). 

(29) Skill evaluation is systematized. 

What the pleasure of job is? And, how could gain pleasure in job? ... It is possible to gain 
pleasure in work by developing his skill. 

Again, the word of Steve Jobs: 

"Work occupies the majority of life. To get true satisfaction, there is no way but 
oneself to seem it to be wonderful. And, to do the wonderful work, there is no choice 

but to love own work." 

"to do the wonderful work, there is no choice but to love own work" 

Is it possible to gain pleasure in work? ...Yes, it is. (In my experience.) But how? ...The answer 

is to love own work . 

Is it possible to love own work? ...Yes, it is (In my experience). But how? ...It is to maser own 
work deeply and to master the skill. The anyone can gain own pleasure by own work 
naturally 

I introduce you one story: 

There is a person who manages a small foundry. This 2 nd generation president had 
hated to take over father's job. Anyway, he hated the job of foundry itself. 

But he needed to take over the father's position, because it was the decision of 
whether shut down the factory or continue for keeping the employment of employees 
who contributed so long years. Then he took over the factory. 

When he took over the factory, the managerial situation was bad. But anyway, he 
started to learn the basic technology in the Gemba. It was so hard work. 

In parallel he was thinking the future of this foundry which has casting technology 
and precision processing technology. He was thinking a new business with using 
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these technologies combined. Then his team created an epochal product. However, it 
was required to stabilize a new technology which is porcelain enamel. The product 
was made in the process of casting and its precision process and enamelling of 
porcelain enamel. 

They made trial and error for 3 years. Then the epochal product was thrown into the 
market. This new product became the unprecedented hit product. 

Now... My intention to introduce above story is not the success story of this company, but 
the story of this 2 nd generation president who became to love his work during the 
development his knowledge and skill which is necessary to carry out his job. 

(30) He pours his passion to his job. 

Now in here, it is necessary to make a comment... Let's think a success of company life. 
Because we need to send so many hours in life in working. I believe there is a value to think 
about the happiness in work. 

To be able to Pour own passion to job and, could gain success. These are the sources of 
happiness and convened. 

However, there is a difficulty which to discover the job to be possible to pour his passion. 

I have seen may young persons who follow their job which they wish to pour their passion. 
And I saw many cases which the passion doesn't stay the same with the passage of time. 
Then they were looking for passion. 

It might be best that a job poured passion is succeeded. But most of the case shows refugees 
of passion searcher. Therefore, managers need to teach that: 

If there is a passion, is it possible to succeed? ...That's not necessarily so. 

Don't follow the passion. 

It is ideal to follow passion. 

But following passion makes him frustration in many cases. 

Don't do "favorite thing (work)" to be fulfilled. And, 

To become to like his job which there is at present. 

Skill & time generates passion. 

Therefore, manager needs to teach patience and mastering the skill 

It is said to the public that the good way is to look for the job which is suitable to him. But is 
completely wrong message (without the case of physical handicap). Because it (suitable job) 
might be his assumption and prejudice. And a suitable job is very changeable by surrounding 
circumstances which are a sense of completion, of to be recognized, of to be respected with 
through fair evaluation. 

And new passion based on the skill, sense of responsibility and self-confidence is produced. 
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(31) He is given a chance to challenge to follow his suitable job. 

His suitable job; his job which he believes it to be a suitable and possible to pour his passion. 

There is a company who has the style which let new employee choose his job by himself. 
Then employee can choose his favorite job which he believes to be possible to pour his 
passion in the process of this company. However. 

According to the person of HR department of this company, most of the employees who 
chose their suitable job express their concern (which is it suitable for me?). Then the HR 
resources advise him with next word. 

(Japanese proverb) 

; Ishi-no-ue. On a stone. 3^ ; San-nen. 3years. 

I'fali ; Ireba. If stay on.; Atatamaru. Becoming warm. 

One theory is the teaching of Zen (Bodhi Dharma). So, the meaning is: "Three years on a 
(cold) stone will make the stone warm". 

Everything needs patience. If you are patient and patient, you can succeed someday. And 
encourages him. Then he becomes to find his satisfaction in the job which he chose. 

The case of my previous company (Sumitomo Wiring Systems). However, a person has his 
aptitude. And it is necessary to survey it for drawing his possibility. 

And, for surveying the aptitude. 

My previous company takes the system of which office staffs are re-located their jobs by 
each 3 years. Therefore, I also have experiences of some departments. And the HR 
department and management watch the individual suitability. Finally, I was given the 
position of corporate teacher. 

This is also one of method. 

Now I chose above conditions to establish good employee engagement. So, below I 
introduce how establish such conditions. 


2. Corporate vision. 

In this category, the check item is simple and it is 

(32) There is a corporate vision which messages not only the future corporate image, but also the 
relation of CSE: (Customer, Society and Employee). 

I saw many companies and their visions. And in most of the case, it is possible to see the 
relation with customer, but unfortunately not to see the relation between the company and 
society and employee. 

Particularly there is nothing about saying the relation of employee. 
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Now a company needs to understand next. 

Company's theory (standing position of thinking) and employees one is different. Then. 

Company is necessary to consider and recognize that there are corporate theory and 
employee's theory and importance of the balance of both theories. 

(33) The corporate aim and mission are clear in the vision. 

Now, in somewhere I have written about vision. And from different point. I would describe 
about vision. 

What a corporate vision is? ...A vision is the corporate future image aimed to whom appeal, it 
does to CSE (Customer, Society and Employee). 

Vision 

It is essential to make sound corporate vision and share with employees. But just vision and 
sharing it are never sufficient 

A company needs to show and give a vision. It is essential thing to establish sound employee 
engagement. However, again this is the vision from the side of company. And the 
management requires to employees to share it with them. 

Please understand that it is from only one side stream. 

Therefore, just showing vision is never enough to involve employees. 

Now, I introduce the famous words. 

Vision attracts and empowers people. 

Vision brings meaning to working people. 

Vision creates superlative norms. 

Vision becomes a bridge between present and future. 


Burt Nanus 

Burt Nanus is a well-known expert on leadership and the author of many books on the 
subject, including Visionary Leadership . Now professor emeritus of management at the 
University of Southern California, he was also research director of the Leadership Institute. 

Next is the excerpt of a lecture for small and medium company. 

A vision must first be established before setting goals in the management plan. And, 
the need for a vision is independent of the size of the company. 

(We know.) 

The top management must clearly show the direction of the company aims to each 
employee. 
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(We know... we know.) 

Management needs to draw full capacity of employees. Therefore, as the base vision 
which is the direction of company is important. 

(We know... we know ...we know.) 

Sharing a vision is important for creating a sound company culture. Because an 

organization is nothing but a group of people with a common goal and a sense of 
purpose. If you want to create a great organization, you need to take the lead and 
create a common purpose as an organization. 

Well, we know... but, why repeating so natural things?... There are many aspects to business. 
Then, target sales and scale, growth speed, customer service level, technical capabilities, 
quality (quality), price range, cost, brand, design, positioning, employee work style, 
workplace environment, corporate culture, etc. There is no limit. 

These types and numbers vary depending on the type of business. 

We agree, but our question is... How can we establish the employee's engagement with 
vision? 

I introduced the word of Burt Nanus. But I feel that these words are from the theory of 
management side and not standing on the theory of employees. 

To share the sense of value with employees, management is required to practice next points. 

Management's necessary practices to gain employee engagement. 

1. Make employees to believe in the future of the company. 

2. Indicate what kind of environment employee would like to have in the company 
and how they want their business to be performed. 

3. Employees clearly understand their work. 

4. Share rewarding and satisfaction with everyone, and show that if they can 
achieve the vision, everyone will be rewarded. 

5. To motivate employees and take the initiative to create an atmosphere in which 
everyone is willing to take responsibility. 

6. Don't let concentrate stresses of work burden on to a limited part. 

7. Create a fun atmosphere for that employees can enjoy the hardships that 
emerge on their way to success. 

8. Celebrate success, even for small things, and reward for outstanding 
achievements. 

9. Provide respect, consideration, and evaluation of work in a visible way for 
employees. 

This is an example of management's necessary practice which should be done. 

Now... Are these acceptable for your company? ...For whom the company is? 

There are 2 directions: 

o One is that a company is for shareholders. It is correct "legally". This thought is 
supported by US and Europe, also in Japan. 
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o Another one is that a company is for employees. There is no legal background, but 
supported with emotion (moral). Thus, this thought is supported by majority of 
Japanese. 

Now at present... 

o There is third opinion which a company is for all stakeholders. All stakeholders? 
...Investor, Shareholder, Creditor, Customer (consumer), Supplier, Employee, 
Community, Society, Government / Administration / National 

It is overdone story. But it is understandable in emotional. Anyway, there is the item of 
"Employee". 

When consulting I saw (and see) many contradictions. 

Short story... 

One day I drank with the directors of a client and was asked to establish Kaizen. I had 
already decided to make the contract of support of a project to lead. 

In the tentative investigation of the project it was clarified the way of cost reduction 
scientifically. Thus, the directors reported the possibility of cost reduction to the 
owner president. 

Then the president required to choose the idea which was to reduce excess capacity 
by the process improvement. Reduce excess capacity is the meaning of employee's 
dismissal. 

But this project didn't want any dismissals. 

It is quite natural. Because, project wants the success of the aim (Lean introduction 
and cost reduction). 

For the success, cooperation of employees is essential. But, to reduce cost, top 
management require excess capacities which will be created with process 
improvement and with the cooperation ofGemba people. 

Is it natural that Gemba peoples feel Kaizen to be a tool of dismissal for us, isn't it? ...Do you 
think that it is possible to gain Gemba cooperation? 

A Lean book defines Lean as follow. "Lean is a strategy for operational excellence based on 
clearly defined value to engage in people continuously improvement Safety, Moral, Quality, 
Cost and Productivity". 

Good words. But unfortunately, it is the opinion from the side of management theory. And, I 
believe it is not possible to introduce Lean situation. Because again it is forgotten the view 
point of employees. 

And this sentence has a contradiction. There is the item of "Moral and Improvement of Cost 
and Productivity". 

If cost reduction and productivity improvement with reduction of excess capacity (labour 
dismissal), is it possible to improve employee's Moral? ...Cooperation of improvement and, 
as the result, dismissal? ...It is a black joke. 
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And if I replace this word, I describe as follow: "A strategy for operational excellence and 
employee's happiness and companies' continuation based on clearly defined value to engage 
in people continuously improvement Safety, Moral, Quality, Cost, Productivity and Sales 
expansion". 

I introduced that all stakeholders are as next: Investor, Shareholder, Creditor, Customer 
(consumer), Supplier, Employee, Community, Society, Government / Administration / 
National 

The tide of capitalism became changing in the US. And, recently US Business Roundtable 
announced new declaration. It is the escape from Investor & Shareholder first. And, they 
picked up 5 stakeholders who are Customer, Employee, Supplier, Community & Society and 
Shareholder. Thus, the figure of corporation which should be is changing. 

Now employee's engagement (and as the results all people's participation, share the sense of 
value) is essential for the corporate continuation and development. And to gain the 
employee's engagement ES and SS (Employee's satisfaction, Society satisfaction) are 
essential. 

When looking from the view point of generation, now the main actor of work is replacing to 
the millennial generation. 

As you know millennial generation who is: 

Generation that become adults or adults in the United States in the 2000s. It often 
refers to people born between the 1980s and the early 2000s, and overlaps with 
generations called Y, which is a child generation of baby boomers, and generations 
called digital natives. It is the first generation that grew up in an environment where 
the Internet has become widespread, and has excellent information literacy. And 
although they are self-centred, they tend to accept the diverse values of others and 
value their relationships with their peers. 


Wikipedia 

And it is important to recognise or understand that the sense of work by them is changing. 
They find the meaning of work in how they can satisfy or improve themselves. 

And ES first, then secondly it is necessary to cultivate the sense of employee engagement on 
its foundation. 


3. Psychological safety. 

Recently the word of Psychological Safety becomes to be popular. 

Safety... It is a fundamental condition for a corporation. But this Safety is in most of the case physical 
safety. Of course, it is important. In parallel psychological safety also very important for not only the 
issue of employee engagement, but also for exerting employee's ability. 

Now, what Psychological safety is? ...and, how it can be established? ...Let's look at these in 
questions. 

(33) Company is believed by employees. 
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Corporate financial stability. 

A company is needed to be believed and sense of security by employees. For that, company 
needs to disclose the results of financial condition regularly. 

And more than anything, the financial condition is stable. Even if the financial condition is 
bad, the direction of recovery is made explicit. 

It may not possible to be understood exactly by all employees. However, the air of disclosing 
and the sense of share the information can be shared. 

And as the results, it is possible to make the air of that 

(34) Company bulletin is issued regularly (monthly). 

What are the contents? ...As the example, I introduce the company bulletin of my previous 
company. The name of company bulletin is "People". 

I introduce just table of contents of January 2019. 

1. President's Greeting 2019 (Greeting and company's polity of 2019). 

2. World Project (at this month, ASEAN Accounting conference; SWS group companies 
in ASEAN region) 

3. 70 th SWS group QC Circle Presentation 

4. World project (Jishu-Activity all group report meeting) 

5. World project (6 th Global Electric cable safety exchange meeting) 

6. 2018 new staves overseas training report 

7. Lively Gemba introduction. 

8. My Gallery/Harmony of people. 

9. Learning Compliance with example. 

10. News Garden (Retirement persons) 

11. IT useful information. 

12. Club Activity report (At this month Women's Rugby) 

13. Try to health. 

14. Urgent Announcement (Accidents of Folk-Lift) 

15. Stop Accident. 

In above items, 2, 4, 6, 7, 8, 10, 11, 15 are fixed series. And others are changed to other 
topics. For example, in April the results of previous year of Sales amount, Profit/Loss and the 
sales contents. For instance, the result of world group skill competition, Interview of new 
operating officers, activity with local community. 

One of popular item is "7. Lively Gemba introduction" which taking up and introducing one 
workplace every month and introducing all members and job contents. 

Company bulletin. It costs money. But it is one of communication method with employees 
and their family. 

"Our company will look after our life firmly." 

(35) Employee is recognized as one person. 
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Honda calls employees "associate" since the US operation start. It is quite general that 
wearing same working uniform when managers go to Gemba. And they speak to Gemba 
employees as person to person. A company is constituted of group of people. But a person 
wishes to recognize as one person. Because the group has no face, but one person has own 
face (as one's personality). 

A company follows the result in a teamwork, but tries to recognize as individual person. 

(36) There is an atmosphere of clearance of making idle talk. 

(37) There is no any harassment. 

Relationship is well maintained and the atmosphere of fair opportunity of proposal & 
utterance is kept. 

(38) Workplace beautification activity is made. And workplace is kept clean and warm atmosphere. 

(39) Environment to keep sound communication is considered. 

(40) Atmosphere of diversity and inclusion is kept. 

(41) Sharing general information and team group information is well maintained. 

Seiri & Seiton of Necessary information is made regularly (for instance each month, week) 

(42) There is laugh and cheerful atmosphere. 

A workplace is very quiet. There is no laugh and cheerful atmosphere. 

According to the president of this office, until before 5 years, this workplace was different 
and was very bright and cheerful. 

But the atmosphere was changed. A few people welcomed such quiet atmosphere. But the 
total performance decreased gradually. 

What the causes were. Anyway, I advised to the president to implement several things. The 
first thing is to take off partitions which separate persons individually. Secondly changing 
layout of working desks and providing a round table and tea & coffee server. And, thirdly 
prohibiting internal e-mail (without the mailing & receiving of materials). 

I asked some persons to disclose the contents of e-mail and could understand that most of 
the staves use e-mail for short messages. That's right. The staves used e-mail instead of 
dialogue. And this e-mail uses disturbed the face to face dialogue of the staves. 

Then I advise to the staves that Don't keep sitting long-time. Long-time sitting harms your 
health and shorten your lifespan. 


4. Education for managers. 

To establish sound employee engagement, it is essential to provide managers education. 

(43) Manager has his strategy to carry out the corporate vision & strategy. 
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Manager is not just the messenger who transfer the top management's voice to his 
subordinates. Thus, he needs to chew it and transform to his strategy and tactics to realize 
the corporate strategy with through the working of subordinates. 

This was first education when I was promoted as a manager. 

(44) There is manager education program. 

As above (43), first item of manager education was corporate vision, strategy and manager's 
job role. 

My previous company has regular manager education program with using internal and 
external curriculum which includes the system of personnel review & evaluation, team 
building, teaching face to face dialogue method. 

(45) Manager provides the stage to raise motivation. 

Manager should be taught not only the importance to provide the stage, but also how to 
diagnose personality of subordinates. 

According to my old friend who were an expert of Human Resources, when providing the 
stage or giving job to subordinates, it is important to know accordance with the diagnosis of 
individual personality. 

And he taught me that different people have different motivation requirements and had 
shown me next personal classification. 

Question items for Classifications are next 9 items: (A) Desire for influence, (B) Sociability, (C) 
Desire for good impression, (D) Desire for thanking, (E) Personnel control, (F) Restoring force, 
(G) Thoroughness, (H) Controlled by external, (I) Imminence. 

A. Desire for influence: 

This indicator shows an internal desire to persuade others, and persuasion is thought to 
gain a personal sense of fulfilment. 

A person who shows a high index in this index cannot forbear the desire of persuading 
others in all things, and tries to make his opinion acknowledge in any way to satisfy his 
desire. 

The desire for influence is not the same as natures such as ambition, aggression, ability 
of taking action, and hard worker, but just ego. 

B. Sociability: 

People with high indicators in this indicate will prefer to interact with people or work 
with people. In particular, they tend to be excellent in building one-on-one relationships 
and tend to emphasize teamwork. In general, these people are good at expressing 
themselves and are good at keeping people in a team. In fact, these people are always 
looking for situations where they meet and have conversations with people, and they 
don't like the job of being isolated and working alone. 

C. Desire for good impression: 
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A person with a high number of indicators would be a diplomatic and vibrant optimist. 
This person is active and likes to work among many people. This person can be said to be 
"superficial goodness of person", but it means the natures that allow pure enjoyment of 
social places and situations. 

D. Desire for thanking: 

People with high numbers in this index prefer to do something for others and have a 
strong service spirit. And this person needs to be seemed favourably, and will do his best 
to be recognized and appreciated by the people. 

E. Personnel control: 

Person with high numbers in this index will have strong independent spirit. Such person 
will set his own goals and manage his actions. 

F. Restoring force: 

This indicator shows the ability to successfully overcome refusals and rejections from 
others, take criticism positively, and use it as effective advice for further growth. A 
person with normal and healthy resilience has a positive image of himself, and can be 
said to have high "internal strength" or mental strength. Person who appreciates his 
goodness and is satisfied with him will be able to fully demonstrate his abilities. 

On the other hand, person who does not recognize his goodness will be dissatisfied with 
himself, self-critical, and feel a big difference between his negative image and his ideal 
image. He has a conflict within himself and wastes his spiritual energy by continuing to 
feel inferior. And the goodness and individuality of the person may be further 
diminished, or the person's own ability may be wasted. 

G. Thoroughness: 

A person with high numbers in this index is cautious and has a sense of responsibility. 

It is not always careful to pay close attention to detail, but will never spare any effort to 
complete a given mission. Those who have a low index will work faster and give priority 
to speed, rather than polite and thorough work. 

H. Controlled by external: 

A person with high numbers in this index attaches importance to rules and regulations, 
frameworks and procedures given from outside. He respects the authority of companies 
and organizations and prefers to work in generally in an environment with a clear 
framework. 

I. Imminence: 

This indicator shows a sense of inner urgency that things must be put away immediately. 
Person with very high values on this indicator is short-minded and tends to have 
unrealistic expectations. Person with low numbers on this indicator may be patient but 
indifferent in time. 

It is very interesting classification. And when classifying subordinates, it is necessary to 
combine 3 ways: 
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o One is watch and investigate personality in taking time, 
o The second one is to collate the diagnosis by manager and self-diagnosis by 
subordinates themselves and dialogue, 
o And the last one is face to face meeting (1 on 1 meeting) to survey the 
classification. 

Then a manager requires to have such diagnose skill. 

(46) Communication skill 

(47) Promotion of autonomous career 

It is important to build the career of subordinate's job and build necessary skill. And in 
parallel, if a he seeks and or wish other career which has no relation to his current job, 
manager needs to help him positively. However, it I necessary to teach to avoid "job 
given/private confusion". 

By whom a career should be decided? By the company? No, by employee himself. This thing 
must be recognized by both side manager and employee. 

(48) Gemba Walk (I don't like this word but anyway visiting Gemba twice in a day) 

(49) Authority transfer 

Show the interest to his (subordinate) activity authority transferred and never let him leave. 

(50) Coaching skill 

Recently the image of manager is changing. And a manager is required the characteristic of a 
leader. A leader how should be. 

At least it is necessary to have the coaching about his job territory. Manager is required 
certain skill and knowledge of quality point, time & cost sense. However, he (manager) is not 
necessary to have deep skill & technology individually. 

(51) Leadership and Support. 

(52) Skill of 1 on 1 meeting. 

How many managers implement 1 on 1 meeting with their subordinates do. 

In somewhere I have written the episode of the managers of Honda Suzuka plant who hadn't 
their own working desk. And always walking around and visiting the working desks of their 
subordinates and make dialogue. And when they need to do paper work, they used a 
canteen or meeting room. (I don't know the current situation.) And I thought (and think) it is 
an ideal working style as a manager. 

Now, my friend (who has much experience than me and is like my teacher about HR) has 
taught me that most important item for face to face meeting (1 on 1 meeting) with a person 
is the skill of "listening". 

Skill of listening? Does it necessary skill? Yes, it does. Please check next. 

1. Response of advice is too quick; Before listening sufficiently, answering to it. 
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2. Talking about (the manager) himself; Talking his experience, but it is heard a 
bragging story by opponent. 

3. Interrupting or blocking the talk of opponent 

4. Expressing empathize carelessly; Giving misunderstanding or discomfort. 

5. Misunderstanding; To avoid misunderstanding, Confirming the intended meaning 
with repeating with his own words. 

6. Denying the importance; Never deny the item which the opponent believes the 
importance. 

7. Forgiving the situation of "going around in circle"; Don't deny, but advise to escape 
from "going around in circle". 

8. Denying, denying and denying; Anyway, never deny, but showing other point of view. 

9. Preaching a sermon; Necessary to talk to opponent as equal position. 

10. Slandering. 

11. Saying ironic. 

12. Intimidating attitude; Attitude that looks down on the opponent. An attitude that 
makes opponent feels an atmosphere that is difficult to talk (silent pressure). 

These items must be prohibited for listening and dialogue as a manager's attitude. However, 
whether or not you can really listen to the other opponents depends on the "listening 
stance". How do you behave to your subordinate as his boss? 

This way of understanding will determine the stance you listen to. No matter how 
superficially you try to improve your listening, it will not change essentially. Thus, it is 
necessary to build equal adult relationships. 

A manager takes the attitude of "adults-child relationship to his subordinates. And, "I want to 
control my subordinates. I have to guide him to the right path," so many managers are in 
contact with them in such mind. This is actually an "adult-child relationship". 

In this stance, adults should give instructions to their children and guide them in the right 
direction. Since there is a premise that "I know better, I am right", he denies that his 
subordinates are trying to do it, and push his way. And a manager thinks that as a boss, to 
think it is a natural responsibility and duty. 

But again, for 1 on 1 meeting with subordinates, it is necessary to keep the attitude of 
building equal adult relationships with opponents. 

(53) Talent management (The right material for the right place) and Evaluation. 

Relating to "(45) Manager provides the stage to raise motivation." 

And one of important factor is "personnel evaluation". In my previous company, I was also 
evaluated in the method of "5, 3, 2 evaluation". 

"50, 30, 20" is the specific gravity. Target setting (30%), Way of realization (50%) and 
Achievement (20%). 

I was required to submit an annual action plan of next financial term initially. This action plan 
sheet was called "Challenge Sheet/Card". 

Then my boss and I made 1 on 1 meeting based on the action plan at the finishing of the 
financial term. And confirming the action items which must be achieved during this financial 
term. 
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After finishing the financial term, to discuss and make final review, again Ion 1 meeting with 
boss. Then, based on this dialogue, determine the evaluation in the standard. 

For example. 

o Target setting was good (sufficient challenge) and the score was 100 points. Then the 
evaluation is 100 x 30% = 30. (These points were already given at the planning stage.) 

Good (sufficient challenge) level is determined based on the contribution to the 
department's policy and target, (of course, with through dialogue) 

o Way of realization was not sufficient and 70 x 50% = 35. 

The evaluation point is how the subordinate made his effort to realize his challenge. 

I have written in somewhere that manager's one of important task is to let succeed his 
subordinate, (not only for the bringing up of subordinate, but also for completing the 
improvement items.) 

Therefore, manager is required to make dialogue with his subordinates constantly. And 
conversely the subordinate is required to make aggressive dialogue with his superior to 
draw the necessary support. 

In this item, the attitude and activity of subordinate are evaluated. 

o Achievement was good (sufficient achievement) and 100. 

And the calculation is 100 x 20% = 20. Then, 

Total score was 30 + 35 + 20 = 85 points to total 100. 

This calculation is made for all challenge items of a person. 

Normally more than 3 items are required to a person to challenge for the realization of policy 
and the targets. Then, a kind of team activity is promoted. 

In the challenge sheet, it is required to write his alone improvement items. Also, it is 
requested to join or make group of new challenge. However, this group activity in challenge 
sheet wasn't must item. But recently the world trend encourages a team activity and 
achievement rather than alone activity. 

Team activity has better points than alone activity. One is it is possible to expect bigger 
challenge than alone activity. Another one is to bring up the mind of mutual help, 
responsibility and to feel of achievement satisfaction. And also, it is possible to expect the 
stimulation and getting new knowledge by each other. 

Thus, the success of team activity helps the improvement of employee engagement. 

(54) Promotion of team activity 

Again, team activity... 

It is true there is a job which is implemented by one person and also a person who wishes to 
work alone. 
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Therefore, relating to "(45) Manager provides the stage to raise motivation." It is necessary 
to understand individual personality. But, on the other hand, making group or team is good 
way, regardless of a character of job or personality. 

And a manager is required to not only promoting team or group building, but also help the 
success of achieving goal. 

Group or team building and mutual help and stimulation create the chance of mutual skill 
and special knowledge improvement. 

(55) Working environment 

The essential item of employee's motivation is working environment. Then a manager is 
required to understand, maintain the working environment. 

The essential factor of company sustainable development is the sufficient use of managerial 
resources. And most difficulty is human resources. 

Then it is necessary to provide the working environment. For instance, environment of 
"Positive Thinking". To establish the environment of positive thinking there are 2 ways. One 
is passive way. Another is active way. 

Passive way is Gemba Beautification, 5Ss, Lighting, Human relation. 

Active way is Health care, Idle time & chattering, Laughing. 

Particularly the effect of "Laughing" is remarkable. Therefore, a company introduced the 
Laughing Yoga. "Laughter" is effective in enhancing the resistance of the mind, but it has the 
effect of relieving not only the person but also the feelings of the other person, and also 
increases the stress tolerance of the entire Gemba (workplace). 

Now an organization... 


5. Organization how should be. 

(56) Top managements consider consciously to transmit information to Gemba. 

It is important effectively to transmit the words of top management to Gemba. Gemba can 
know the intention of top management with through the word of managers. However, in 
parallel direct transmission of top management's word is effective to involve all employees. 
How? 

Gemba walk, Company bulletin, Notice board-— 

(57) Organization structure is flat 

Rather than multi-layered structure, simple and flat structure is better for transmission and 
communication and sharing information and sharing sense of value. 

I have written that I use the word of Slim-management and, "Slim management" is similar to 
"Lean" concept. 
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These are similar concept, but different. Because the concept of Slim management is 
involved not only the concept of Lean (Gemba issues), but also organization (management 
structure). 

(58) Company has a philosophy which sustainable development to be supported by employee's 
development. 

Toyota has decided to despatch managers to different industries and companies such 
Finance, Distribution, Venture and other diverse business which are not related to car 
industries. 

This will be started from 2020. The term despatched is 1 to 3 years. The target managers are 
about 7300 peoples. 

The purpose is "Improvement of human power such human nature and execution power". 

The reason why Toyota introduces a new system in which section manager-level young 
managers are transferred to different industries is to encourage promising human resources 
to challenge the harsh environment and promote growth. Recognizing that the issue of 
reforming the mindset of middle managers who connect management with younger 
employees is a challenge in responding to changes in the automobile industry. 

This is one part of awareness reform. 

(59) Let employees to experience different section. 

My previous company has a system which core employees let them work in different 
departments 3 years cycle. I also experienced many kinds of work (Industrial engineer, 
Production engineer, Design engineer, Material control, Project management, Factory 
management and Foreign companies). 

(60) Preparation of employee's education and training. 

(61) The mind of "Investment for employee". 

(62) Support to employee's growth in "expanded" MBO 2 . 

MBO; Management By Objectives. It is the management system advocated by P. Peter 
Drucker. 

This is aimed at improving business performance by linking each employee's goals with 
management goals and departmental goals. 

And there are 4 concrete items. 

1. Capacity development goals. 

2. Job performance goals. 

3. Business improvement target. 

4. Performance targets. 


2 MBO: https://en.wikipedia.org/wiki/Management by objectives 
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Now the important thing of MBO is "Goal management" does not recommend the 
achievement of unilaterally determined goals. 

This is a management in which employees set their own "desirable goals" while their 
superiors check their appropriateness and link them with organizational goals to achieve 
them. 

Peter Drucker advocated above MBO. But now it is necessary to consider the point of link 
them with organizational goals to achieve them. 

For employee growth, it is not to set the above frame or regulation. But also a company 
needs to support employees for their growth even though the targets or the vector are not 
much to the company's goals (if their goals are not antisocial). 

(63) To let individual employees, have their targets 

Again, MBO is important for managing company and department. However, if giving the 
freedom of thinking an own target which is (not antisocial, but) different to the company's 
direction, it may become the trouble of unification. 

How do you do? ...I have had such case. But one of solution is the teaching and share the 
sense of value regarding the corporate philosophy. 

(64) Systematic imprint corporate philosophy. 

When looking excellent companies, there are corporate philosophy, vision, annual policy 
close to employees. And, always talking to employees why this company is existing, what is 
the future goal and what is the goal of this year. 

How talking to? Within Gemba banner, notice board, company's bulletin. And it is possible 
to imprint in employee's mind. I call making Air in Gemba. 

(65) Systematic team making 

Any job is completed with team working. In fact, there are jobs which are completed by 
alone. Also, in fact there are personals who wish to work alone rather than team working. 
However also it is true that there is no business which can be completed all processes by 
alone. A production has some processes (Planning, Designing, Procurement, Production and 
Sales). Therefore, a person is involved in something team structure. Even if there might be, it 
might be very inefficient. Expanded MBO is important. But on the other hand, a company 
evaluates the final results which are completed by all (team members). 

Then, a company or Gemba needs to have certain method of team making. And a team is 
required to have shared targets. And the team members are evaluated with the achieved 
target results rather than personnel targets. 

Is it contradictory to (63)? ...No, it is not contradictory. 

(66) Relation of company and employee is partner. 

How should be the relation of company and employee? 

Like family? ...No, it is old thought. 
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Master and servant? ...No, it is too old thought. 

Equal relationship? ...Yes, it is. 

Therefore, it is necessary to establish the sound relationship with employees. 

Please be careful. The theory from corporate point of view (side of to let them work) and the 
point of view from employee (side of worker) are different. 

Therefore, it is essential to consider the balance to maximizing both of company and 
employee. 


6. Education & training for employee. 

(67) Teaching and training of skill which is necessary to carry out their work. 

(68) Giving the chance of success experience. 

Start small; Success experience is not the issue of to be large or small, but number of times. 

(69) Express expectation (to his work) 

It is important to let him feel that his work is important. How to express? 

Sincere talking, advising and supporting. 

(70) Transfer of authority. (Let him to owe the duty of responsibility and leadership) 

(71) Accept a failure, but let him learn from it. 


7. Dialogue and communication. 

(72) Manager got the training of "teaching, coaching and feedback" 

Which are essential skills of a manager to do communication with subordinate. 

(73) Reverse mentoring 

"Reverse mentoring" refers to the mechanism of support activities in the reverse direction, 
which subordinates advise their superiors against regular mentoring which bosses and senior 
employees support subordinates as mentors. And the effects are: 

o Improve generation communication gaps and promote mutual understanding, 
o It will be possible to understand the difference between senior and young people, and 
will be able to think from the perspective of the other party, 
o (For example) IT equipment can be used to interact smoothly with opponents of 
different generations, making it easier to play cooperatively, 
o The motivation of talented millennials will increase, and it will lead to career 
advancement. 
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o It will be possible to promote the understanding each other's strengths and weaknesses 
and increase mutual trust. 

o If cross-organizational efforts are made, it will be possible to build a collaborative 

environment that transcends the organization, and the sense of fellowship will increase. 

Individual subordinates have their own speciality. And if they are given the opportunity of 
teaching, it could be a good challenge and encouragement. 

I believe it is no necessary to talk many. This mechanism is good effect for employee 
engagement. 

(74) Grasping the sense of value of individual employees which are different by individuals. 

(75) Let them believe that workplace let them growth. 

What is the work which you can pour your passion? 

What is the work which you like? 

What is the work which you don't like, but don't hate? 

What is the work which you hate? 

If he doesn't hate the work, let him continue to work. This experience might be a help of his 
growth. 

(76) Proper measures to a person who has very low image by himself. 

The medicine for such person is 

Anyway dialogue & listening and accumulation of small success & evaluation. 

It is necessary to make advise to him about his carrier image. 

An old person told that 

It is difficult to find a person's talent, but developing him is more difficult. 

(77) Based on dynamic data and static data. 

Dynamic data; employee's self-report. For instance, future career up. 

Static data; For instance, education, date of join. 

Again, carrier up. Based on above data and dialogue, discussing employee's current progress 
and future career up. 

(78) The purpose of making dialogue with subordinate is clear. 

Of course, it is possible to include following, advising his job. But also, the purpose of unleashing 
his talent and passion should be included. 
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8. Transmission of information. 

(79) To have corporate vision. 

Not only having it, but also making effort to share it with all peoples. 

(80) Corporate philosophy, vision and yearly base policy are displayed in all workplace. 

Corporate bulletin, banner, departmental action plan, slogan in wall, workplace notice 
board, initial speech of beginning year by president. 

(81) Target (Goal) is visible and achievable. 

Vision is one kind of future dream. 

Goal is not a dream, but achievable items and should be achieved. 

Goal is one step of vision. 

These are the check points to improve employee engagement. 

And I need to describe the pitfall. And when implementing above measures, it is required to 
pay attention about following issues. 

(82) Dishonesty to the superior and corporate profit. 

(83) Indifference to colleagues. 

(84) Indifference to team. 

A person's personality is in variety. And their thoughts are also in variety. When I make a 
lecture of Kaizen, I teach the motivation improvement and the importance of employee's 
motivation. As I wrote before these check items are based on the motivation improvement 
items. Employee is important. And some employees make misunderstanding about the 
corporate measures of improving employee engagement. 

The misunderstanding is the thinking of "individual first". And; 

They take the above (82) ~ (84) behaviours. They have their employee engagement to their 
company. And it is quite natural thought which they wish to improve their career. And rather 
than teamwork or communication with colleagues, they wish to pour their passion to their 
interests which they think to improve their carrier. However. 

An employee engagement does never promise 'individual first". A company is an aggregation 
of people who have same purpose to seek proper profit and company's continuation and is 
never a vocational school. 

How do we deal with? ...A work is team play and organizational play. And you need to make 
dialogue sincerely. And you need to investigate his characteristic in not "individual first", but 
"interest first". 

Don't spare the dialogue and exhaust dialogue. 

By the way teamwork... 
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I wrote the words of "Team or Teamwork" 36 times in employee engagement. 

So many times. And it is true team establishment and teamwork affects corporate profit and 
happiness of employees. However 

Once again please remember the 9 Characteristic Classifications. Which are 

Desire for influence, Sociability, Desire for good impression, Desire for thanking, Personnel control, 
Restoring force, Thoroughness, Controlled by external, Imminence. 

I have written the importance of diversity. And, when hiring employees, it is necessary to consider 
the issue of diversity. Now as above, person's character is individual and unique 

And, among them, there are persons who don't like to work in team, and like to work alone as lone 
wolf. But it cannot be said sweepingly that lone wolf is bad in the point of view of diversity. If you 
want an innovation, you need to understand that such lone wolf type or pointed person creates 
innovative idea. 

Thus, employee engagement becomes more important. 

I wrote that the mind and meaning of work in employee is changing in obviously the millennial 
generation. However now these phenomena are accelerated with the appearance of Al. 

The form of work is also changing with Al and RPA (Robotic Process Automation). 

Then, the needs of a company and the needs of a worker are changing. In such circumstance, a 
company needs to seek the measures of "small numbers-exceptional talent" and to seek result in 
team activity or group. 

You are trying to introduce TPM. And "employee engagement" is becoming an essential factor 
whether your aim is TPM or TQM or even TPS. 
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III. Lubricating oil control. 


1) What is lubricating oil control? 

It is quite true that more than 60% of machine troubles are related the use of lubricating oil. 

As I have described the causes or phenomenon of machine troubles. And the machine troubles more 
than 60% are caused lubricant and the method of oiling. 

As you know a machine has driving device and transmission device and has bearing, pulley and gear. 
And there are made with metal. Of course, these are touched each other. Therefore, it is natural to 
occur friction & frictional hear, wear and dust. And as long as we use machine & equipment, it is not 
possible to escape from these. 

We know that now the technologies of Al, RPA (Robotic Process Automation) are developing rapidly. 
However, there will not be a magic production system which can produce an object with noncontact 
and no driving device even though these technologies are improved. No. It is wrong. 

There is the technology of 3D Printer. And also, now noncontact charging electrically is available. 
There technologies give the possibility of noncontact production system. But it may be true that the 
age of machine which has driving device, pulley, gear and bearing could be continue for the time 
being for production of objects. 

Again, 60%! ...The purpose of lubricating oil is to prevent the troubles of friction & friction heat, wear 
and dust. Thus, the purposes of lubricating oil are: 

o To prevent friction (and reduction of driving energy) 
o Reduce wear (and extension of machine life and maintain precision), 
o Remove the friction hear (and prevention of burning), 
o Remove dust and foreign substance, 
o And additionally, to prevent rust. 

I wrote the word of "Forced deterioration and Natural deterioration". 

Lubricating oil control is one of essential means for "Forced deterioration". And with corrective 
lubricating oil control, it is possible to maintain machines smooth driving and the parts longer 
lifecycle. 

If defining the purpose of lubricating oil control, the required functions of lubricating oil are next 3: 

1. Sufficient load capacity. 

2. To draw the most out of the lubricant function. 

3. To be able to maintain low friction and low wear. 
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Lubricating oil control 


It is no so difficult but just the next: 

1. According to the application. 

2. Use clean and correct lubricating oil. 

3. Oiling into mouth decided. 

4. At the timing decided. 

5. Just quantity decided. 

6. Onto friction surface certainly. 


2) Kinds of lubricating oil. 

Lubricating oils include liquid lubricants, semi-solid lubricants (Grease), and solid lubricants. 

The method of lubrication depends on how effectively these lubricants are supplied to the sliding 
surface. Next F-l summarizes what must be considered when selecting a lubrication method. It can 
be seen from the figure that the basic factors for selecting a lubrication method are three factors of 
"where", "what" and "how". 
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3) Lubricant methods. 

At present, lubricant application is widely used to reduce the sliding resistance and lower the 
frictional resistance of industrial parts. There are two methods. One is a wet lubricating film that 
applies oil and grease. Another method is to form a dry lubricating film by baking or plating a resin 
paint containing a solid lubricating film. 

Grease = Base oil + Thickener + Additive 

The former has been used for a long time and is a well-known lubrication method. However, due to 
the demand for higher speed movement of the product and improved wear resistance, the 
performance of oil and grease has been improved with additives, etc. Due to problems and 
restrictions on the place of use, the use of dry lubricating coatings is increasing. 

And, in this description, I write the case of lubricating oil. 


Dry lubricating film 


Solid lubricants are used for dry lubricating coatings. Formally, it is defined as a self-lubricating solid 
material. As the solid lubricant, graphite (graphite), molybdenum disulphide, polytetrafluoroethylene 
(PTFE: Teflon), silver, lead, and the like are generally used. There are those using fine powder, those 
forming a film, those impregnating, and the like. All have properties such as low surface hardness, 
high melting point and low seizure, and good chemical stability. It is also characterized by extremely 
high load capacity and low coefficient of friction. 

Observation of these lubricants with an electron microscope shows that they are scaly, and when a 
load is applied, a side slip phenomenon occurs, which leads to low friction. 

Anyway, I omit this theme at this time. 


Wet lubricant film 

As described above, the lubricant includes a liquid lubricant, a semi-solid lubricant (grease), and a 
solid lubricant. The lubrication method can be roughly classified into an oiling method (liquid 
lubricant), a lubrication method (grease), and a solid lubrication method (solid lubricant). 

Next Table shows examples of general comparisons between oil lubrication and grease lubrication. 
Basically, grease lubrication is not suitable for extreme conditions such as speed and temperature, 
and cooling and cleaning functions cannot be expected very much. On the other hand, oil lubrication 
is superior in terms of ease of housing design and maintenance-free, etc., and it may be an optimal 
solution depending on conditions. 


Oil and Grease lubrication 

Lubricating Oil 

Grease 

Continuous lubrication is required 

Long term non-lubrication possible 

High oil requirement 

A small amount is possible 

Lubrication system complex & large scale 

Simple lubrication system 

Complex sealing device 

Simple sealing device 
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Continuous removal of foreign matter is possible Foreign matter cannot be removed 


High-speed rotation possible High speed limit low 


Large cooling capacity No cooling capacity 


Rust occurs during long-term stop Rust prevention is possible during long-term stop 


In here I pick up the kinds of lubricating oil. 

Lubricating oil can be changed the performance and use in combination of base oil, thickener and 
additives. And the purpose of Hydraulic oil is actually not same to above lubricating oil. But there are 
multipurpose oils which can be used for both Hydraulic and lubricating oil. Next table is the main 
lubricating oil and the use. 


Lubrication Oil (From the Website of Japanese Lubricating Oil Company) 


Type Purpose 


Spindle Oil 

Spindle oil is generally used in high speed rotating parts such as light load machines, 
small electric motors, and spinning machines. The characteristic oil is that it has low 
viscosity and low load. 

Dynamo Oil 

Spindle oil Dynamo oil is mainly used for large motors, generators, blowers and 
ventilators that rotate at high speed. 

Turbine Oil 

Used for lubrication of high-speed bearing parts of various turbines. It is also used for 
lubrication of hydraulically operated parts of various machines such as compresors. 
There are two types of turbine oil: non added turbine oil and added turbine oil. 

Unadded turbine oil is characterized by excellent water separation. On the other hand, 
added turbine oil is characterized by its excellent oxidation stability, de properties, rust 
prevention and water separation. 

Machine Oil 

Machine oils are widely used among lubricating oils and are characterized by that they 
contain no additives. Generally used as lubricating oil for bearing rotating friction 
parts of various machines. One of the features is that the varies depending on the type 
of crude oil. Lubricants are classified into normal grade lubricants. 

Cylinder Oil 

Cylinder oil is mainly used for cylinders and valves of steam engines. Cylinder oil has a 
high viscosity and is used as an oil for parts with high temperatures and loads. 

Gear Oil 

Gear oils are mainly used in various gears as lubricants for reducing friction and 
cooling of reduction gears such as general machinery and rolling mills. There is a type 
with an extreme pressure agent added and a type with no additive. Extreme pressure 
agent added type is added with abrasion resistance and seizure resistance. On the 
other hand, the characteristics of the extreme pressure agent free type are excellent in 
oxidation stability, water separation, defoaming and rust prevention. 

Bearing Oil 

As the name implies, bearing oil is used for lubricating the bearings of machines. Has 

1 rust prevention properties that prevent rust. 

Compressor Oil 

Compressor oil is used for lubrication of compressor cylinders and bearings. Types a 
divided into reciprocating type and screw type. It is characterized by extremely low 
carbon generation and excellent oxidation stability and rust prevention. The screw 
type is also characterized by excellent oxidation stability, rust prevention and water 
separation 

Sliding Surface 

Oil 

Sliding surface oil is commonly used to lubricate sliding guideways on machine tool 
the types of sliding surface oil are classified into those that are dedicated to guideway 
and those that are also used as hydraulic oil. It features excellent resistance t vibration 
phenomena generated on the sliding surface, rust prevention, and oxidation stability. 

Refrigerator 
Machine Oil 

Refrigerator oil is mainly used for lubrication of refrigerators. When mineral oil-based 
lubricating oil is cooled, the minimum temperature at which it flows is low. So, it is 
characterized by good stability to refrigerants such as ammonia. Refrigerator oils are 
divided into mineral oils and synthetic oils such as alkylbenzenes. 

Hydraulic Oil 

The hydraulic oil is based on turbine oil and contains additives. It is used as hydraulic 
oil for hydraulic media and hydraulic pumps. Generally, hydraulic oils are 
characterized by low viscosity. It is also characterized by excellent oxidation stability, 
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water separation, defoaming, and rust prevention. In addition, there are types that 
exhibit viscosity, temperature characteristics, wear resistance, fire resistance, etc., so 
they can be used properly depending on the type of hydraulic pump and operating 
conditions. The types of hydraulic oils include general hydraulic oils of the R & O type, 
low pour point oils with high viscosity index, wear resistant fluids, and flame-retardant 
oils 


4) Control of Lubricating Oil supply. 

I need to write how to supply the correct kind and correct quantity lubricating oil at correct timing. 
And I give this writing to next description. 

Teaching to the company... 


1. After the grand meeting with the project team. 

Again, the task of this project was 

1) Cost reduction in production process. 

2) Improvement of corporate constitution. 

3) TPM introduction (but as the means of above propositions) 

And the project team required to hold the grand meeting. Then, they made the presentation and 
expressed their point of view as next: 

o TPM introduction to be made. 

The basic concept of TPM introduction is "JIT Machine Condition". 

And contribute to "Improvement of corporate constitution", 
o TPM implementation doesn't contribute to immediate cost reduction. 

But it is affected just material loss reduction. 

Based on the condition of no sales amount increase. 

And the management team of this middle-class industrial company had their bewilderment not a 
little. But they needed to make a clear answer to this project about 

Whether this project should be continued as their thought or stopped. 

Then the management team declared to continue the project activity until to the new order. And 
this grand meeting was closed. And, just management team continued the meeting. However, there 
is nothing more meaningless than a meeting not discussed in data. Thus, the attending members of 
the meeting became a mere rabble. Particularly the managers of production department and sales 
department had miseries. 

This young production manager believed that the efficiency was moderate level and at least not so 
bad. However, the project revealed that there was no rise of efficiency level against sales. The 
internal efficiency rise was mere illusion (in no increase of sales amount). Moreover, to make matters 
worse, the internal efficiency increase contributed to the dead stock & obsolescence excess 
inventory and yearly treatment and disposal of scrap loss. 
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At this time all managers also finished to read and learn what TPM is. 
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And a manager thought back his study and told. The book said the expectation of Innovative 
management method and Creating & Improving Profit margin, Ordinary profit margin, Productivity 
and Cost reduction. Therefore, our Top Management chose this method to resolve corporate 
problem. 

One of the managers questioned —Was our direction which we intend to recover profit in this 
activity mistake? — And they asked me to make a lecture. So, they sought the answer in my lecture. 

I answered as below: 

I don't know which book you have read and the contents of it. I have read same author's 
book but in Japanese. 

This author described that: “Achievements at companies that have introduced TPM are 
impressive, such as sales profit margin 3 times, Ordinary profit margin 5 times, productivity 
double, cost half, disaster 0, defect 0, failure 0, etc." (Quoted from a book of S. Nakajima) 

I also don't know which companies got such above results. However, it might be true that 
such succeeded companies have certain level of sales management in factory management, 
production control (production planning and process control to delivery), productivity 
improvement including Kaizen cycle and quality control, material control, equipment 
management and factory support system by accounting, human resources departments. 
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And based on these, higher level TPM was introduced as companywide activity. And such 
companies have already reached sufficient level of PM (Preventive Maintenance which is 
based on Jishu-Hozen). 

Then, my opinion about the achievements of Sales profit margin etc. is that it is too much 
exaggerated description. 

I believe that such companies could achieved such result with not just TPM introduction.... 

... Contrary to such achieved companies, your company is still not in the status of a certain 
level of factory management. And I respect to the decision of TPM introduction as a 
companywide activity. 

And this activity contributes to the company constitution improvement. 

The proposal which the basic concept of TPM introduction is "JIT machine condition" by this 
project is excellent. They intend to innovate the production process as companywide. 
However just this activity doesn't connect to immediate cost reduction directly. As this 
project pointed out, it is necessary to increase sales amount and/or machine capacity 
reduction in sale or dispose and labour capacity reduction for cost reduction. But I believe it 
is difficult to dismiss employees. 

Some managers required to confirm the assertion of this project members which not possible to 
realize cost reduction to accounting manager. And, the opinions of the manager were: 

o Their opinion is correct. 

o Their task is to identify the method of cost reduction in production process, 
o And our company's aim is profit recovery, 
o The profit calculation is [Sales amount - Input amount], 

o They intended to reduce cost in production process (reduction of Input amount), 
o They suggested us that just Input amount reduction is not sufficient to our aim which is profit 
recover. 

And, other managers took over the word of accounting manager and said —Reduction of machine 
capacity is possible and contribute to the reduction of depreciation (fixed cost). 

Of course, thorough Muda reduction of material cost in defect and scrap and yield is necessary. But, 
moving machines is not related to profit, but producing products to be sold relates to profit. And 
also, labour capacity also is possible to be said same thing. 

In this way, the Accounting manager said —Was there such forecasted production planning for near 
future sales possibility and for the purpose of moving machines and/or giving jobs to workers by 
production planning department? 

— There are such cases by the requirement of Production Gemba — answered the Production 
Planning Manager —. In either case, our production style is "Make to stock" and "Inventory reserve" 
system. 

— This is the root of all evil. It is necessary to change as the project suggested the style of "Make to 
order" — a manager said. 
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o 

^ w Cost reduction with labour capacity adjustment. How big companies do? 

Big companies also intend to improve labour efficiency. It is natural, because a profit is calculated as: 

Profit = Sales amount - Input amount. 

And, companies intend to increase sales amount and decrease input amount such labour, machine 
capacities and material cost. And, most difficulty is the adjustment of labour capacity. 

For instance, Toyota: How Toyota or other car industry companies does? ...It is very simple. They 
employee period workers (factory worker with a fixed term contract of employment). And it is 
possible to adjust labour capacity based on sales trend or strategy. 

By the way, my daughter works in municipal office. But she is not regular employee of it, but is an 
employee of an outsourcing. And more than 50% of office job is used outsourcing. She is a temporary 
employee of a temporary staffing agency. 

And, the form of temporary staffing agency is an intermediary business. In Japan so called HAKEN- 
SHAIN who contracts with temporary employee staffing agency is a serious social problem, because of 
the instability of employment status and wage gap (between regular employee). 

Haken: Despatched. Shain: Employee. 

Then, such big companies have the system of adjustable fixed cost (labour cost). Of course, the 
workers who support the organization are regular employment. 

Is it difficult to dismiss? ...Actuary it must be difficult. But I have seen many cases to dismiss 
employees easily. So, I felt a contradiction. 

Many companies wish to introduce TPS, TPM, TQM and Kaizen. And this trend is still prosperous 
worldwide. And, this tide is prosperous in Europa and US also. However, there is a contradiction 
between the wish and actual act. 

The base of success is to establish and maintain sound relationship with employee. 

For instance, there is a theme of Jishu-Hozen in TPM. And Jishu-Hozen (Autonomous Maintenance) is 
the main pillar of TPM. 

Please consider, the base of Jishu-Hozen or Kaizen is the sense of "All people's participation" and 
share the sense of value with company. And if the company takes a policy of adjusting labour capacity 
and dismiss in just for the convenience of the company such sales decrease and/or efficiency increase 
with (for instance) new machine introduction, is it possible to maintain sound relationship with 
employees? 

The attachment and loyalty of employee are important. I have written the news of Mr. Carlos Ghosn 
who took the drastic method which closed Murayama Plant and reduced the job of more than 20,000 
peoples. There are still pros and cons to this method. 

And one of concern was (and is) to flow out of competent employees. 

Anyway, dismissal with just for the convenience of the company gives damages to the sense of "All 
people's participation, to management, or Share the sense of value, with company. 
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— You don't know our Sales-Gemba — answered the Sales Manager —. Unfortunately, our products 
have no cost competitiveness as you think. For sales, CS is important. And the contents of CS are QCD 
(Quality, Cost and Delivery). 

— Now we have no competitiveness in Quality and Cost. Particularly we have no competitiveness in 
Price —pointed out the Sales Manager—. However, in such condition, we need to deploy sales. What 
are our arms for not expanding, but keeping sales amount? It is quick delivery. 

— And, this quick delivery is supported with inventory... — The Sales Manager continued talking but I 
prefer to omit this dissertation in this case. 

— To achieve cost reduction and profit recovery, it is necessary not only the Muda reduction of 
material, but also labour capacity reduction — the Accounting Manager said—. Therefore, it is 
necessary to dismiss some Gemba workers. Of course, excess capacity of machine also is necessary 
to treat. 

A Manager answered then — It is and escape of management. And dismissal of Gemba 
worker is same meaning of giving up the introduction of TPM. No, not only TPM, but also, we 
might not be able to challenge to other methods which require the sense of "allpeople's 
participation" — and he continued... 

— In this project including Gemba committee, Gemba peoples also are attending. And, if dismissal 
were decided, it is quite clear that we might not be able to gain any participation and cooperation. 

I omit next conversations, but I may show directly the Conclusion by chairperson (Director) 

o Continuation of this project. 

o No dismissal of Gemba employees. (No leak this discussion contents regarding the part of 
remark of dismissal to any including project members.) 
o "JIT Machine condition" concept is supported. But. 
o No excess machines are sold. 

o Sales (including price and quality) strategy is discussed urgently. 

Based on these, directors will make discussion with the president (a council in imperial presence) 


2. Council in imperial presence. 

Directors made a report to the president who usually lives in urban area for other business. 

By the way I haven't meet him in the past also after this. Therefore, I felt that this company has no 
face. Anyway, such client is (and was) my first experience. 

I heard the result of the event. Also, anyway, I could guess that this meeting was very sever for them 
from their looks. 

The image which I could guess by their information was the president angered the progress of TPM 
introduction, because the progress of the TPM introduction was still in the state of 3/12 steps in Step 
of Introduction Preparation. Although the time is passed almost 8 months. 
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Nakajima 12 steps. 


Nakajima's 12 Steps 

Step oj 

f Introduction Preparation 

l 

Declaration of TPM Introduction by 

Top 

Declaration in Management Team Meeting and Board 
Meeting. Declaration in TPM internal course 

2 

TPM education and Champaign 

Managers: Course and camp for individual class 
managers 

General employee: Declaration in employees' course in 
VTR. 

Declaration in leader's education and internal course 

3 

TPM promotion organization and 
staff organization model 

Setting the committee, speciality subcommittee and 
secretariat 

Deployment of the staff organization model 

4 

Establish basic TPM policy and Goals 

Management goal, Activity target, Clarification of 
activity policy BM setting and creation of kaizen theme 
in Loss investigation 

5 

TPM deployment master plan 

3 years master plan, Yearly base, quarterly base action 
plan and Monthly base schedule 

Step oj 

f Introduction 

6 

TPM Kick-off 

Re-declaration of the policy to customers and suppliers 
(Invitation for customers and suppliers) 

Step oj 

f Introduction Implementation 

7 

Establish system of Effective 
production department 

Chasing the limit of effective production 

7.1 

Individual (Kobetsu) Kaizen 

Project team activity and small group activity 

7.2 

Autonomous maintenance 

Step method, Diagnose and certificate 

7.3 

Planned preventive maintenance 

Betterment preventive maintenance, Regular preventive 
maintenance and preventive maintenance 

7.4 

Education and Training 

Group education for leaders and Transmission to 
employees 

8 

Establish Development & 

Management system of Products & 
Equipment 

Chasing easy-to-make products and easy-to-use 
equipment 

9 

Establish Quality maintenance system 

Condition setting that not cause defect and 
maintenance 

10 

Establish System of effective 
administration and indirect 
departments 

Production support, streamlining own department, 
streamlining equipment 

11 

Establish Control system of health & 
safety and environment 

System of 0 accident & disaster and 0 pollution 

Step oj 

f fixing 

12 

Implement TPM fully and level up 

Challenge higher goals than auditee of TPM award of 
excellence 


Again, I tell you that I never follow such steps. But individual item is one of help for establishing 
factory management. 

o The continuation of TPM project and after this introduction of TQM were agreed by the 
president. 

o Not only the corporate constitution improvement, but also the profit recovery was required, 
o No equipment treatment was allowed, 
o Sales amount rise was required. 
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o Immediate action plans including Sales improvement were required. 

Then, directors asked me to join to countermeasure meeting and my suggestion. And I said them that 
please recall your original requirement to me. 

— Thus, your requirement is just help of TPM which is not Total Productive Maintenance or 
Production Management, but Total Preventive Maintenance. And —I clarify—, I declared that we 
don't follow the 12 steps which the president likes... 

— You agreed with me and we challenge to introduce TQM after TPM. Therefore, the immediate 
profit recovery isn't involved in the consulting contract. And, in the meeting with the president, Sales 
department director was lacklustre. Because —I tried to detail—, he knew the cause of profit 
decrease which is there was no rise of sales amount in recent years. Also, he had a complaint which 
the fundamental cause of no sales rise is that there is no competitiveness in quality and cost (price)... 

— Only the quick response to customer requirement had competitiveness. But he knew that this 
competitiveness can be said the convenient warehouse (inventory) for the customers. But this 
convenient warehouse is costly, because of the risk of dead stock, obsolescence and other inventory 
cost. And — I tried to end up—, this project intends to reduce or eliminate the excess inventory 
which is only one competitiveness in sales. 


3. High cost constitution 

How about the costs of this company? ...When I accepted and joined to this company's project and 
visited the factories, I saw the scene of which several finished products inspectors were re-inspecting 
an inventory. I was informed that something defect was found in the production line and therefore 
re-checking the defect point in the inventory. 

In this way, another day, I saw the inspectors re-checking something in the warehouse. The reason 
was a design defect. And, according to the inspectors, the reputation regarding quality concern by 
customer is passable. 

It might be true that the quality evaluation by customers was passable. However, according to the 
tentative evaluation in data of the project team was bad and put a low valuation on the quality. 

What is the difference between the customer's reputation and internal quality level? ...This company 
traditionally had been taking the way of putting importance to shipping quality assurance (heavy 
inspection before delivery to customer). 

This company was a high cost constitution company. And, when looking at the high cost constitution 
from upper stream of production to lower stream, the high cost constitution in Design capacity 
(quality and LT), Production planning (Too far from JIT), Material procurement (Too far from JIT), 
Inventory (Muda in Dead stock, Obsolescence and excess) and Production line (Quality, labour & 
machine efficiency) are remarkable. 

And the above inspectors were one of example about the high-quality cost: 

• Quality cost: Indirect cost (inspectors, devices), direct cost (material scrap loss, labour for 
repair) and other cost for claim treatment. 

I had understood that this company desired to recover the profit in cost reduction. 
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So, why this company insisted to TPM of JIPM (Total Productive Maintenance or Production 
Management)? ...And, why they (directors) required me my help just TPM introduction and stability 
did?... 

They didn't ask me the help of cost reduction activity, but just TPM introduction. 

Why? ...Indeed, there was a conflict between me and the directors regarding the range of my 
consulting. 

Their requirement was just introduction of TPM. And, my claim was to clarify the true aim of 
consulting job. 

Regarding this question, they clarified that their desire is to recover the profit. Then again, I asked 
why not the help of sound factory management establishment, but just TPM introduction. 

Because when I looked at the factories by the guidance of some directors, I could understand the 
high cost constitution of this company. It was understandable by just looking around the production 
process (before establishing the project and getting the tentative information of the project). And, I 
could understand the necessity of cost reduction and profit recovery. But on the other hand, I 
couldn't combine the image of the insistence of JIPM’s TPM introduction and high cost situation 
which spreads in front of me. 

Why they insist TPM did? ...Again, I could understand the high cost constitution at a glance. 

For instance: 

o Above inspectors re-checking activity; Number of inspectors and quality level (QA cost) 
o The words of sales manager and inventory level; he told me the good evaluation of delivery 
performance by customer (supported with High inventory), 
o Overflowed warehouse; Dead or obsolescence and excess and scrap loss, 
o Machine movement (30% machine stop by no workload); Excess machines and high machine 
cost. 

o Running around forklift but 60 % conveying air; Muda of handling. Also 
o 3 forklifts were in the depot; Muda of equipment. 

o Workers movement to be passable but so many inventories of work-in-progress and finished 
products; Excess labour capacity, 
o Many defect work-in- progress to be waiting small repair. 

Anyway, I could understand the high cost constitution in production Gemba at a glance. 

I imagined that probably this company has problems of defects, scraps losses or labour efficiency 
caused in equipment. However, the labour efficiency wasn't bad remarkably. 

Then, I imagined that many material losses occurred, caused of the low machine reliability. But my 
guess was denied. 

It was true that machine troubles were many. And, it was true that scrap losses, material losses 
categorized in the machine were many. 

But these were almost not the cause of machine troubles such precision or breakdown, but setup 
mistake, wrong material, design defect or over production, wrong production planning. Losses 
categorised in machine was incorrect and should be classified correctly. 
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Most of the cases the material losses were the category of quality control and production planning. 

However, they insisted to JIPM's TPM. Then I refused their offer of consultancy job politely, because 
of the above reason (which regarding profit is almost not related to Total Preventive Maintenance) 

Blunder 

At this night, the director visited my hotel and invited me to drink at the hotel bar and drank. 
Then he spoke and explained the situation of the company at an opportune moment. And 
asked me the help. 

Then I accepted the proposal of the job of advisor for this company unwillingly under the 
influence of triple glasses of wines. However, I didn't forget to require to add into their target 
words: 

o Cost reduction — accepted, because it was unneglectable by them, 
o Company's constitution improvement — acceptable. 

o TPM introduction — accepted with additional word; if it is effective as the means of 
above propositions. But TPM is Total Preventive Maintenance. 

I asked him the sequence of events of the decision of JIPM's TPM introduction. And 
according to the director, the reason of TPM chosen was decided by the owner president 
and his friend who is a consultant. 

One day the president accompanied the consultant and visited the factories. Then he guided 
the consultant by himself and looked around the production processes. And one week later. 

He declared the TPM (Total Productive Maintenance or management) to recover the profit 
and to reduce cost in production lines. 

After I became sober, I regretted that I made a business talk with drinking. I was completely 
taken in his (director) tactics. 

When I arrived this country, he came to meet me in the airport. And his first impression was 
good. In UK, there is a proverb and it says "First impressions are the most lasting". So, he is 
good guy. And it fooled me. 

Anyway, I accepted the consultancy job. 


TPM introduction wasn't the best choice for this company's proposition which had been given at 8 
months ago when starting former TPM project. 

But anyway, it was decided to introduce it. 

Again, Top-Decision was: 

o The continuation of TPM project and after this, introduction of TQM was agreed by the 
president. 

o - Not only the corporate constitution improvement, but also the profit recovery was 
required. 

o No equipment treatment/disposal was allowed. 
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o Sales amount rise was required, 
o Immediate action plans were required. 


4. Committee activity 

At this opportunity of Total Preventive Maintenance introduction, we established 3 organizations. 
The firstly is the management team. The second is the project team. And, the third is the Gemba- 
Committee. 

At the almost same timing of project team start, the Gemba committee also started the activity. This 
committee also is one of key activity to make up the background of TPM introduction and the 
stability. 

Do you remember that I described the Gemba committee in TPM-7? ...Once again: 

The tasks of management team are: 

1) Making policy statement 

2) Confirmation of current status in safety, sales, cost, productivity (machine, material, labour 
efficiency) and quality. 

3) Study of necessary knowledge (such TQM, TPS, TPM) 

4) Decision of TPM (if TPM is suitable) and study. 

5) Target setting. 

6) Action plan. And; 

7) Establishment of Gemba Kaizen committees. And also; 

8) Introduction of Management Monthly Review Meeting system. 

At same time establish the Gemba Kaizen committee with the next management tasks: 

1) Declaration. 

2) Choice and nomination of committee members. 

3) Organization. 

4) Identifying the task. 

5) Regular meeting with members and suggestion. 

The tasks of Gemba committees are: 

1) 5Ss preparation & implementation. 

2) Regular Safety patrol and suggestion and improvement. 

3) Suggestion (Scheme) ideas evaluation. 

4) Small group activity and QC Circle evaluation. 

Again, I know it is not possible to expect sufficient effect from the first and it is required the history. 
For instance, Gemba Kaizen committee is constituted of one leader (supervisor or group leader 
class), one advisor (section manager class) and appointed persons (workers from each factory, 
engineers, office staffs and). And the term of office is 6 months. 

Initially the activity is in groping stage. It is natural if you have no experience. And, in such situation, 
supporting and encouraging are the management's task. But the important thing is anyway to start. 
And, start from 5Ss is good idea. 
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In Kaizen committee, please provide the condition of small group activity and QC Circle. And start the 
Suggestion scheme firstly. So, this suggestion scheme is used for maintenance Seiso. 

In Gemba committee, discuss the TPM and provide the opportunity of education. 

In this occasion I rather omit this deeply description. 

1. Engagement improvement. 

As I wrote above the direction of Gemba committee is quite clear. However, there was one 
of obstacle which is "engagement". 

When I visited the factories, I felt that Gembas' enthusiasm cooled considerably about the 
corporate event. 

I saw such phenomenon in foreign factories. 

It is easy to get enthusiasm in the stage of planning, but also it is easy to get cool down in the 
stage actual implementation. 

So, how to maintain the enthusiasm? ...Unfortunately, there is nothing such convenient 
medicine. 

Planning stage is the stage of dream & hope and brain exercise. But the stage of 
implementation is road of hardship. 

Anyway, a Gemba (all organizations) is naturally to be easy to warm and easy to cool down. 
Additionally, this company had the setback after starting previous TPM introduction. 

Therefore, the Gemba had been completely cool down about the project activity. 

Additionally, this company had the illness which was so low employee engagement. It is true 
that Gemba people thought that the company is important. But for just the means of getting 
food of life. 

And the level of employee engagement was so low. 

I told to the directors that it might be impossible to stabilize TPM and continuous kaizen. To 
breakthrough this future concern, it is essential to improve the mind of "allpeople's 
participation". "All people's participation" is the result of "motivation improvement". 

At that time there wasn't the word of employee's engagement . And of course, employee 
engagement and motivation are different. Motivation is one of output of employee 
engagement. 

Then as the road of TPM introduction and stability, next 2 ways are necessary. 

One is to establish "System". And, another is to improve employee engagement. And I said: 
o Do you desire to establish Kaizen condition, don't you? 
o You desire to establish Jishu-Hozen, do you? 
o You desire to stabilize TPM, do you? 

o The "T" of TPM is the meaning of "all people's participation", 
o "System", and "people's mind" are the two wheels of a carriage. 
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To give the hint to breakthrough such low engagement, I made a lecture about "Motivation 
improvement". 

Then to success TPM introduction and stability and involve Gemba, I recommended to 
establish 3 functions which were Management Team, Special project and "Gemba 
committee". 

For re-starting TPM project, the Gemba committee was essential. And, the key factor is "All 
people's participation" in employee engagement. 

C J ROE 3 

I divert from the main story. (Then you don't need to read, if you don't want.) 

In the previous description, I wrote that the decreasing of ROE might be a trigger of the decision of 
JIPM's TPM introduction. And, this company also thought ROE to be most important index. 

In fact, at that time, ROE (Return on Equity) was (and is) one of important index. When I was teaching 
this company, ROE is one of measure index, "no" it is most important index for managing a company. 
However, recently, about 2010, the tide of management thinking about ROE is changing. 

The triggers of changing are Disaster by Climate Change, Gap between rich and poor and Employee's 
voice. 

And, as a company, employee engagement is new tide. And, another tide is Environment . These are 
the opposite poles against ROE. 

When writing this, World Economic Forum, at Davos in Switzerland, was held (24 th January 2020). 

And, the remarkable thing was that the top 5 agendas were about Environment and climate change. 
And, a company who ignores ESG 4 (Environment, Social and Governance) will not be able to gain or 
call investments. 

By the way, recently we can find the word of EGS Investment in a newspaper. 

Even though pursuing profit, on the other hand taking ethical behaviour that is positive for the 
environment and society. Investing in such companies and businesses seems to be called ESG 
investment. 

The United Nations PRI 5 (Principles for Responsible Investment) seeks to promote this worldwide. It's 
like a six-pronged "commitment," such as "We incorporate ESG issues into investment analysis and 
decision-making processes," and the world's leading companies and institutional investors are 
signing one after another. 

Now, problems such as global warming and widening disparities have become more serious, and 
management has become unable to pursue profits between the Environment, Employees, local 
communities, and shareholders... 


3 ROE: https://en.wikipedia.org/wiki/Return on equity 

4 EGS or ESG: https://en.wikipedia.org/wiki/Environmental, social and corporate governance 

5 PRI: https://www.unpri.org/ 
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There is a need for management that seeks the optimal solution between various issues and 
responsibilities. 

When I was teaching to companies, the theory of Milton Friedman (US economist. 1976, Nobel Prize 
in Economics) was mainstream. 

His assertion is "Pursuing profits for shareholders is a corporate responsibility in capitalism". This 
idea has spread in the United States and elsewhere, and the emphasis has been on ROE, which shows 
how much money has been earned for shareholders. 

But this tide of shareholder first produced the excessive thinking of ROE. 

If ROE falls, executives may be subject to pressure from shareholders to retire. 

For that reason, Future growth, investment in safety and environmental protection will be 
postponed, and return to employees will be neglected. 

One true story in US: 

Early last year (2019) I read a news in internet regarding a bankruptcy of a big company. The 
name is PG&E. Then at this time for writing this note again I searched the name in internet. 

Why I have my interesting do. 

This company is one of good (bad) example which a company mistook the corporate 
management which is too lean on ROE. 

What is PG&E? ... From WikipediA 6 . 

The Pacific Gas and Electric Company (PG&E) is an American investor-owned utility 
(IOU) with publicly-traded stock. The company is headquartered in the Pacific Gas & 
Electric Building, in San Francisco, California, United States. PG&E provides natural 
gas and electricity to most of the northern two-thirds of California, from Bakersfield 
and to the north side of the County of Santa Barbara, to near the Oregon State Line 
and Nevada and Arizona State Line, which represents 5.2 million households. 

Overseen by the California Public Utilities Commission; PG&E is the leading subsidiary 
of the holding company PG&E Corporation, which has a market capitalization of 
$3,242 billion as of January 16, 2019. It was founded by George H. Roe after 
California's Gold Rush and by 1984 was the United States' "largest electric utility 
business". PG&E is one of four regulated, investor-owned utilities (lOUs) in California; 
the other three are PacifiCorp's Pacific Power, Southern California Edison and Sempra 
Energy's San Diego Gas & Electric. 

On January 14, 2019, PG&E announced that it was filing for Chapter 11 bankruptcy in 

response to the financial challenges associated with the catastrophic wildfires that 

occurred in Northern California in 2017 and 2018. 

Yes, this big company went bankrupt. And, the cause of bankrupt, again, according to the 
internet news was: 


6 PG&E: https://en.wikipedia.org/wiki/Pacific Gas and Electric Company 
https://en.wikipedia.org/wiki/Pacific Gas %26 Electric (band) 
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On January 14, 2019, the company's power transmission facilities were suspected to 
be the cause of a large number of wildfires, including the large-scale wildfire called 
"Campfire" in November of the previous year in California. And at least 86 people 
died, recording the largest number of wildfires in the state history. 

This company also enthusiastic for cost reduction for improving ROE And, ROE (return on 
equity) temporarily exceeded 10% in 2017 due to cost reduction effects. However, among 
the dry woodland advances in global warming, the failure to investment necessary safety 
maintenance such electric wires update has rebounded a huge loss. The company went 
bankrupt because it could have a debt of more than $30 billion in damages and is in the 
process of rebuilding. 

This phenomenon is a runaway of ROE myth. 

Yesterday (January, 2020) I read an interesting news by Bloomberg: 

Larry Fink, CEO of BlackRock, a US asset management firm and as of 2017, assets under 
management to be $ 6.29 trillion., has called on U.S. business executives to take immediate 
action, saying that climate change will change the global financial landscape faster than 
expected. In an annual letter, Fink stated that BlackRock would apply a response related to 
the issue to investments in thousands of companies. It has sounded ever stronger alarms on 
climate change. 

According to a study by the Environmental Assessment NPO and CDP, the world's leading 
companies estimate the costs associated with climate change to be around $ 1 trillion. There 
is no doubt that the "invisible burden" is growing in such accounting. 

It is the mission of a company to make a profit. If it fluctuates, social responsibility such as 
investment in environmental protection and return to employees will not be fulfilled. The 
question is whether profits are in such a cause. 

The royal road to increase ROE is to increase profits through R & D and capital investment. 
However, executives may be subject to retirement pressure from shareholders if ROE falls. 
They tend to divert funds to share buybacks, reduce capital and forcefully boost ROE. In that 
case, future growth, investment in safety and environmental protection will be postponed, 
and return to employees will be neglected. And in Gemba employee's welfare, labour 
capacity reduction and safety countermeasures are neglected easily in the name of Muda 
reduction. 

I wrote Muda from various point of view. 

What is Muda? ...Muda is defined as next: 

• Any activity or status which consumes resources without creating value. 

Or... 

• Any activity or status which no adding value to products. 

And, in TPM-9, I wrote that it cannot said it is evil, and there are necessary Muda. And I said 
that the economic principal bias should be reviewed. 

The amendment of "distorted shareholder supremacy" should be an issue that needs to be 
dealt with immediately. And ROE supremacy is the time to be required to be reviewed. 
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Going back to teaching company... 

2. 5Ss by Gemba people. 

5Ss is a very convenient tool to establish and involve all peoples. Because it is possible to join 
and implement by anybody. And, the direct effect contributes to safety, comfortability which 
are welcomed by anybody. Thus, in parallel, there are the effects of efficiency & quality 
improvement, kaizen mind improvement. Then, 5Ss activity is welcomed by both side 
(employee and management). 

By the way... Committee activity also is welcomed by both sides. Employees can enjoy this 
participation for exerting themselves, feeling to become the leading role, feeling to be 
recognized by all. Management also can gain the benefits which are the actual results and 
the improvement of the mind of "all people's participation" & "employee engagement'. 
However, management is necessary to understand that proper investment (cost) is required. 
And these are never pay free. 

Now... In order to establish the atmosphere to support and to stabilize this restarted project, 
5Ss implementation with a slogan by all was good idea. And, the slogan was CCS (Clean, 
Comfortable and Safe): Let's make up our Clean, Comfortable and Safe workplace by 

ourselves. 

Management team also attended to this activity and the contents were: 
o Factory beautification activity. 

o Plant trees and Small flower gardens around the factory, 
o Plant in Gemba rest area 

o (Investment for plant trees, small gardens and Plant of rest area.) 
o And activity of "Picking up trash" when making Gemba walk. 

Gemba committee chose 5Ss activity members in each workplace area: 

o Targeted all divided workplaces. (Grouping is available, if each are small) 
o 5-5Ss members in each workplace. 

o The office term; 3 months. Members are changed each 3months. 
o The activities are: 

Weekly Gemba patrol and evaluation based on the checklist made by 
committee. 

Improvement of 5Ss pointed out points. The result is checked next week. 
Maintenance of weekly progress graph and Kaizen Progress chart. 
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Last photos are irrelevant to teaching company. But, the important factor for keeping activity is 
visibility of progress by all. Then this project was restarted successfully despite the confusion of 
managements. 


5. Management's confusion and the time limit. 

After the grand meeting the Gemba committees and the activities were started and implemented 
smoothly. And management team system also carried out (but) in the status of lack of data and 
awkward. And, the confusion occurred at the council in imperial presence with the owner president. 

As I reported the report of the directors and managers was almost accepted by the president without 
one point. 

According to the information of the directors, the direction of project activity was agreed including 
TQM continuous introduction after TPM introduction. As they explained TQM introduction can 
contribute the stability of TPM. 

But despite of their enthusiastic explanation, the president required them to dismiss the potential 
excess employees immediately. 

As a president, this decision and requirement are correct. A company needs to gain profit and 
survive. However 

This timing dismissal of Gemba people signified the collapse of the project which could involve most 
of Gemba people. And directors explained the collapse and tried to persuade the president. 

As the result, the president mentioned a compromise which the dismissal implementation is given 
the grace period of 6 months. 

During the 6 months, sales increase should be resulted. The scale of sales increase should be more 
than the income amount by dismissal. The sales amount increase activity should be implemented as 
companywide activity. 

Anyway, the dismissal was given the grace period. But this top decision wasn't opened to manager 
class and employees including project team and committee. 

4) Why TQM after TPM introduction? This is the doubt of 
the president. 

By the way TQM introduction after TPM. 

The president accepted the introduction of TQM after introduction of TPM as continuous activity 
with requiring to identify the estimate of additional cost for TQM introduction. But there was a small 
conflict. 

There was a mismatching about the understanding of TPM between us (directors) and the president. 

(I would describe this, because I have same questions from my friends. And in fact, there is such 
question not a little.) 
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When the directors made the meeting with president, they asked the agreement of the president 
about the continuous activity of TQM introduction. And at that time the president showed his 
confused expression. 

Because he believed that TQM is involved in the activity of TPM (of JIPM). 

Actually, the recognition of the president about TQM was that TQM is one part of TPM. At least 
necessary TQM's elements are involved in TPM. 

Of course, it is wrong and TQM and TPM are different. Bu, how are these different? ...Why the 
president thought like so? ...Again, let's look at JIPM's TPM (Total Productive or Production 
Maintenance or Management) 8 pillars. 

Probable, you remember the 8-pillars of JIPM's TPM... 


^ ^ Again, contents of 8-pillars (by a book of JIPM). 

1) Individual (Kobetsu) Kaizen is explained as "Kobetsu Kaizen for effective production system". 
And; 

It is to investigate and quantify losses by production process and equipment to reduce losses 
and gain real profits. 

2) Jishu-Hozen is explained as Establishment of "Jishu-Hozen system by operator". 

3) Quality maintenance is explained as Establishment of Quality assurance system. And. 

It is an activity to prevent the loss of defects by setting conditions that will not cause defects, 
maintaining and managing the conditions, and; 

Predicting in advance the possibility of the occurrence of defects. 

4) Planned maintenance system is explained as Create a planned maintenance system for the 
maintenance department. And, 

It is an activity by the maintenance department. And it is an activity that aims at zero failure 
and maintenance cost reduction by performing machine deterioration diagnosis and 
restoration, and extending the machine life by improvement maintenance. 

5) Creation of management system of product and machine development. And, 

It is an activity that aims at putting production on track in a short period of time in the 
development and design stages of products and equipment, preventing losses and problems 
that are expected to occur during production. 

6) Create a system for education and training. And, 

It is an activity that organizes the knowledge and skills to be necessary to proceed with work, 
and improves skills to reduce and prevent loss. 

7) Creation of an efficient system for management & indirect departments. And, 

It is to support activities to reduce and prevent losses at production Gemba, and to conduct 
similar activities in its own departments. 

8) Creation of Management system of health and safety and environment. And. 

It is an activity aimed at achieving a workplace with zero disasters, zero pollution, zero 
garbage, and a comfortable workplace. 


() 

^ * How these 8-pillars is introduced in the world? 

There are various interpretations. And I introduce just one internet description: 
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1. Focused Improvements (Kaizen) 

Kaizen is a continuous improvement process that helps organisations to improve quality and 
productivity by identifying, analysing and eliminating Non-Value Adding activities. 

Teams are formed with people in various departments/functions of the company. The 
problems/issues related to the equipment are identified and improvement goals are set in 
kaizen event. 

During the events, the participants map the current state as a baseline performance measure 
on which they will compare any future performance after improvement. The team works 
together and come up with the analysis of the root cause of the problems and implement 
solutions and ensure that they are sustained. 

2. Autonomous Maintenance 

Autonomous Maintenance activity is done by the operators and it creates a ownership with 
the machine. The operator of the machine is responsible for daily cleaning and minor 
maintenance activities. 

Skill levels of workers increase as they understand the general working of equipment thus 
achieving the multi-skilling objective of a lean organization 

Capital investments reduce because the organization has reliable equipment. The lifespan of 
machines increase as deterioration of machine is checked through constant monitoring and 
maintenance. 

3. Planned Maintenance 

Planned maintenance/ Preventive Maintenance happens before the machine breaks down. 
This is planned considering various factors like the machine failure rate, age of the machine, 
etc. 

Production functions should build up some inventory to allow for the planned maintenance to 
be carried out as they have prior information of when these activities are scheduled. 

4. Early Equipment Maintenance (EEM) 

Early equipment maintenance is to build in high efficiency from the design stage. EEM will 
help to design equipment in a way that it is easy to operate and maintain and is delivered to 
site in a condition that is equal to autonomous maintenance standards. 

The productivity as well as output quality of the machines is also guaranteed from the very 
first day when the equipment is commissioned. 

Below factors to be considered in EEM 

Ease of cleaning, lubrication and inspection 
Accessibility of equipment parts 

Make the machines easier to operate (ergonomic aspects) 

Making it easier for the change-over (Easy clamping, Quick adjustment settings, etc) 
Feedback mechanisms to alert defective products (Visual Indicators) 

Increased safety features 
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5. Quality Maintenance 

This TPM pillar addresses improves quality by ensuring equipment is able to detect and 
prevent errors during production. By detecting errors during production, processes become 
reliable to produce the right components in the first time and this reduces the Cost of Poor 
Quality (COPQ). 

Using lean tools such autonomation (jidoka) and Andon lights, machines detect and report 
any abnormal conditions, thereby releasing the operators from the tedious monitoring. 

6. Training and Education 

TPM Education and Training pillar is a companywide initiative that involves all levels in the 
organization from the operators to senior managers 

Through training, operators' skills levels are raised to the point where they are able to carry 
out basic maintenance activities that were previously done by the maintenance team. 

The maintenance team members are taught higher level skills such as preventive 
maintenance and analytical skills to help them become more proactive in problem solving. 

Managers also learn the TPM skills so as to become competent mentors to their juniors as 
well as be involved in coaching programs. 

7. Safety, Health & Environment 

The Health, Safety and Environment pillar of Total Productive Maintenance ensures that all 
workers are provided with an environment that is safe and the unsafe conditions are 
eliminated. 

In a safe environment, employees' attitude towards work changes dramatically resulting in 
productivity. Quality and Delivery Performance improvements. 

The teams will work towards making machines safe to use for the operators by putting in 
place machine guards. Standard Operating Procedures (SOP), use of personal protective 
equipment and first-aid kits in the work area. Each of these measures are aimed at improving 
the safety of the machines so as to have a more productive work-force. 

8. Office TPM 

Make all supportive functions to understand and apply the principles of lean in their own 
operations. This makes it easy for them to provide efficient service to the Value Adding 
processes. 

The TPM principles can also be applied as stand-alone techniques to improve the efficiency of 
these supportive functions. For example, if the administrative functions are able to improve 
their order processing procedures, then the materials will get to the shop-floor in a flawless 
manner which will have a positive effect on the workflow. 

I introduced a representative example from internet. And as you understand a little different to 
original JIPM's. Particularly No.8 pillar is completely ambiguous. 

Why does such confusion occur including the president's misunderstanding? 
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The courses are clear for me. And these are: 

TPM of JIPM is too greedy. And; 

JIPM's books are lack of concreteness. (There is a menu, but no cuisine.) 


1. Too greedy. 

As you understand in Total "Productive" Maintenance, the elements of TQM are described which 
are 4. Quality maintenance, 5. Creation of management system— and 6. Create a system for 
education. 

Then, he (president) was thought the necessary TQM elements are included in TPM. Moreover, 
he thought TQM is one part of TPM. 

Just because of it, it is an overstatement to say that TQM is one part of TPM or TPM has all 
necessary elements of TQM. 

Please understand that any methods (for instance TPS, your favorite Lean tools) involves Quality 
issues. And, just because of it, it is wrong to say that TPS involves TQM. TPS, TQM and TPM are 
the relation of complement each other. 

TPM and TQM are different. 

But, how are these different? ...The target is different. 

The final target is same and is good QCD (Quality, Cost and delivery). Also, the base is same and is 
Companywide activity with "All people's participation". 

But the target of TQM is all production process which are Sales, Product Development, Product 
Design, Process Design & Establishment, Production Plan, Procurement & Warehouse, 

Production, Inspection, Delivery and Customer. 

The range of TQM is whole processes of related production. And if compare it, it is like as a weft 
of cloth. And, in above each element of processes has each of warps. 

For instance, the concept of "Quality should be built in each process". 

TPM (Total "Preventive" Maintenance) is the method of "Quality built in machine process". And; 
The target of TPM (Total Preventive Maintenance) is to seek QCD in machine & equipment. And; 
The techniques are different. TQM teaches for instance QC 7 tools. 

TPM teaches the Jishu-Hozen and phenomenon of machine trouble and machine construction, 
hydraulic equipment, oil & lubricant etc. 

Total "Productive" Maintenance of JIPM is halfway in to say TQM to be involved. Of course, in 
JIPM there is no such funny assertion. However 

The Nakajima's 12 steps or assertion of Total "Productive" Maintenance is too much greedy. The 
Nakajima's book asserted that it is possible to realize corporate good performance from just 
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machine management. Moreover Nakajima's (Japanese) book made the exaggerated publicity 
which sales profit margin 3 times, Ordinary profit margin 5 times, productivity double, cost half, 
disaster 0, defect 0, failure 0, etc. were achieved with the introduction of JIPM's TPM] (Quoted 
from a book of S. Nakajima) 

He intended to involve everything in wishing to assert the Total "Productive" Maintenance or 
Total Production "Management". But, JIPM's Total Production Management is very much halfway 
to realise his assertion which means or intends "Conservation of production management 
constitution with participation by all (from Nakajima's book)". Such concept gives many 
misunderstanding troubles to companies. 

Therefore, most of companies (without the companies who have appropriate level factory 
management capacity) cannot implement the assertion (Total Productive or Production 
Maintenance or Management). 

Again, it is impossible to implement JIPM's TPM by the companies who have no certain level 
factory management. 

For instance; Do you think that it is possible to implement Nakajima's 12 steps (for instance) "8. 
Establish Development & management system of Production and Equipment" by the companies 
who have no appropriate level factory management? 


2. JIPM's books are lack of concreteness. 

There is a menu, but no cuisine . In fact, there are customers requirements to introduce JIPM's 
TPM and 8 pillars. 

And, I always tell them that I don't teach JIPM's TPM. Because your company hasn't established 
the basic factory management system or condition. 

The 8'pillars teach you the important elements to realize good factory management. But 
unfortunately, there is no explanation about how to establish them. 

For instance, how to establish the system of Jishu-Hozen. 


IV. Next Lecture 

Next, I will describe the continuation of this project team and control of oil & lubricant supply. 

Koichi Kimura CC4 - March-2020. 
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